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Abstract
Leading the Way is a narrative examination of how I (the author) built a professional
development training program for the hospitality industry in cooperation with my university and
numerous hospitality industry leaders from our community. The program was developed over the
course of a year by a large team of people working together to create the Hospitality Leadership
Program (HLP). My role in the creation of the HLP was that of instructional designer and
curriculum developer. The purpose of the narrative is to provide a critical view of the
interactions between the fields of instructional design and curriculum development during the
creation of a professional program of study between the university and business leaders in the
community. Additionally, I offer a critical, metacognitive approach to how the educational
doctorate provides information to communities of practice.
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Welcome
Welcome to the story of how the Hospitality Leadership Program (HLP) was created
from my personal perspective as the instructional designer and curriculum developer. Welcome
is a word used and seen so frequently that rarely do we reflect on the intent of its meaning in the
context in which we experience it. Welcome has a special meaning in this story, as I hope you
will see. While reading this narrative, you are welcome to think, explore, and interact with the
text to develop your own sense of meaning as I describe the events, thoughts, and decisions
surrounding my experience creating the HLP.
A primary goal of the hospitality industry is to create an experience within a space for
guests to feel welcome. Whether eating at a fast food restaurant or staying at a five-star hotel,
feeling welcome is important. When you feel welcome, you feel a part of what you are
experiencing, a sense of belonging. To be hospitable is to create a generous, open reception to
guests. It is an invitation to participate in an experience. (I hope you are beginning to sense a
theme.) This dissertation, the HLP, and any endeavor to educate, should be an invitation for
readers, or learners, to participate through choices made in a curated experience. Welcome, I
hope you enjoy the story, and perhaps learn something from the experience.
Leading the Way examines the complexity of a specific problem of practice (creating the
HLP) in layers, rather than a linear experience typical of most studies. The approach is meant to
confer agency to you, the reader. As you read the main storyline in Leading the Way you will
notice hyperlinks in the document allowing you to jump to other sections of the document
offering a deeper exploration of a topic. I encourage you to use the hyperlinks in the text along
1

with the navigation tools provided in the Table of Contents and the bookmarking features
available in PDF readers and browsers. The form of representation used to convey this story is
limited by the technology used (word processing software) to create it, and the requirements for
current archival standards. The links are an attempt to remove the cognitive anchor of reading
this in a purely linear manner from beginning to end. Feel free to explore.

What Happened on the Way
It was your average cocktail mixer. People mingled and enjoyed beverages while casual
conversations ensued. Some were more interesting than others, and mostly they began with
“what do you do?” But once in a while a blithe conversation starter can be the spark of
something bigger. “What is it that you do?” Slowly stirring his cocktail one says to the other,
“I’m the principle owner of the Beachside Resort. ”Wow, that’s great. I love that place!” “Thank
you” the owner says. “So how’s business these days?” “Frustrating” says the owner. “I tell you, I
have 200 openings at Beachside. People leave so fast I can’t keep up. I have 100 more I would
like to replace, but I can’t afford to let them go.”
Although no one was there to record this conversation, the essence of the memory is
captured in the exchange. The second guest in this conversation had a plan brewing and thought
that he could help the owner of the Beachside. As a university dean, exploring community
partnerships came with the territory and this meeting wasn’t accidental.

An Invitation to Explore
The core story, Leading the Way, is a narrative of program creation and is intended to
stand on its own. The narrative of creating the HLP begins with my invitation to participate and
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ends with the release of the HLP program to the community for which it was designed. My goal
is to tell a fully realized and compelling story about the creation of the HLP from my perspective
as an embedded participant researcher. Along with the story itself, a host of supporting material
is offered, providing you an opportunity to delve into the decisions, theories, and experiences
behind the main story; they are the foundation on which the story was built. While Leading the
Way is written with a more intimate and personal voice, the supporting material employs a more
academic voice, objective and supported by evidence.
Although the creation of the HLP is a narrative bounded by specific points in time, it is
more than the retelling of my isolated experience. It is the story of a project which demonstrates
the culmination of well over 10 years of study, and a reasonably well-lived life full of experience
before that. It is a dissertation of a professional, for professionals. I am both a craftsman and a
scholar. I work, I study, and I research to improve my work. The cycle of continuous
improvement is, to me, a way of life as much as it is a theoretical model of program
development. My intentions and hopes for this narrative are to improve the instructional design
profession, and those professions adjacent, through the telling of my experience.

Why Me?
The telling of how the HLP was created would not be complete without a reflexive view
of how my prior experience shaped the creation of the HLP. As instructional designers and
curriculum developers, we are not blank slates applying a framework and nothing more. We are
gatekeepers, judges, and decision-makers whose knowledge and experience play a significant
part in the end products of our creation. My journey to be here writing this story is an unlikely
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one. While I am now an accomplished learning and development professional in higher
education, this is not the sum of who I am.
My first jobs were in hospitality. I worked summers in a beach restaurant when I was 13.
Busing tables and cleaning the kitchen was under-the-table money to buy albums and fast food. I
continued working in restaurants through high school when I entered a vocational program in
cosmetology. After high school my first job was in a hair salon whose primary clientele were
peers of my grandparents. I learned quite a bit in those early years, but mostly I learned that I
couldn’t make much money. I sought opportunities which led to a series of jobs that in no way
should have led me here. In chronological order, I worked as a navy aviation electronics
technician, a field supervisor on major commercial construction projects in healthcare and
government contracting, a call-center manager and trainer, a client services manager, a carpenter,
and a project developer in residential construction. If there is a pivotal point in my story it is
when the mortgage crisis in the United States began to show effects in 2007 and 2008. Despite
my years of experience in the construction field, there was simply no work. In 2009 I had enough
and decided to try and re-enroll in college.
I was first accepted to university from high school in 1982. Being a first-generation
student, I didn’t know anyone who had been to college. Support was negligible and I just had no
idea what I was doing. I managed to promptly fail that first class because I just stopped going.
Fast forward to spring of 2009, I was happily surprised that my alma matter was happy to take
me in as a returning student on full academic probation. This time I had the support of my wife
and friends (college graduates) to navigate the process, plus I was vastly more equipped to
succeed 30 years on from an 18-year-old me. I quickly grew interested in social sciences and
focused on psychology studies. I felt welcome in my university and very much wanted to pursue
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graduate school. Psychology programs were attractive but the typical process for research
doctorates meant a lifestyle change that I was not comfortable with. I had a house and family in
my hometown and the roots were deep. Relocating 3 or more times on my way to a job in a
psychology department just wasn't in my plans.
I found a focus for my fascination with learning psychology in applied learning and
instructional design. I began working for my university two months after receiving my bachelor's
degree and began my master's program immediately. For the last 11 years I have been immersed
in online learning as a student, an instructional designer, an adjunct faculty, and now as a scholar
of practice. No matter which industry I worked in, I sought to learn, teach, and empower those
around me. I have searched for, and found, opportunities to grow and excel in every position
with a restless curiosity to improve. My time spent in the hospitality industry as a dishwasher,
busboy, server, and as a cosmetologist was brief in comparison to my work in project
management, but it was not insignificant in my history. Most lives are not perfect three act plays,
but unpredictable improvisations that lead you to places you never expected. I am very happy to
be here now. What follows in the next chapter is the story of how the HLP came to be, from the
first email to its full implementation. Certain key words are linked to other sections in the
document offering a more in-depth perspective on that topic or idea. If you choose to follow the
link you may return to your previous location through the Table of Contents or the navigation
links provided.
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Leading the Way: Creating the HLP

The Email
For me, it all started with an email. I wasn’t at that cocktail party, but someone who could
make something happen was. It was the Dean for the college of arts and sciences at my
university. A couple of years prior I worked with the Dean on a project which culminated in a
cooperative program for the craft brewing industry in our region. Quite a few of the brewery
owners came from, or had ties to, the hospitality industry. So, the Dean had been making the
rounds and ended up in that fateful conversation.
Back to that email. “I'm wondering if you would be willing to be Lead Designer for this
(hospitality) program?” my manager inquired. I’d heard rumblings about the idea for a while, but
nothing substantial had materialized until now. Replying to my manager, I gave a conditional yes
and asked for some time to look at the outline and think it over. Attached in the email was a draft
outline for the Hospitality Leadership Certificate program, now known as the HLP. The outline
covered some basic assumptions about the scope, the audience, and even a few bullet points for
topics to be covered. It looked like some thought had been put into the program outline and the
team seemed to have a decent idea of what they wanted to do. I had a decision to make.
My first thought was, “Wow, I can say no?” It wasn’t often that I got to choose my
projects as most were directly delegated, in a nice way, of course. I work for a university and
almost everyone is nice, most of the time. In my day job I am an instructional designer for the
university’s online learning department. My primary role is working with the faculty for the
6

college of business to help them prepare their courses to teach online. By night, I work for the
college of arts and sciences as an adjunct instructor in the psychology department. I teach an
elective course twice per year on the psychology of learning. I had also taught a course covering
ethics and power in leadership for our endowed leadership center. Many of the ideas proposed in
the scope document for the hospitality program were right in my wheelhouse. While I could say
no, would I?

The Meetings Begin
The first big meeting was scheduled in February of 2018. I was only familiar with a few
names on the email list of invitees, most of those from the university. After each of the names on
the list was the person’s business name and title. There were several major international chains
represented in resorts, hotels, restaurants, and salons, along with many local independent
restaurant groups. The titles associated with the names told a story of their own. In my
experience, when you see owner/operator this means that they still have a day job that likely
includes a very hands-on approach to running their business. A vice-president of human
resources implies a hierarchical structure with multiple layers of accountability and likely a
handbook or two to go with it. President and CEO of the “Insert Name” restaurant group was still
a mystery to me. Those titles can mean anything to simple incorporation to the head of a major
strategic business partnership. Although I had a basic understanding of the business world of
hospitality, I still had more to learn.
Along with the titles of our guests, the companies with which they were associated was
also revealing in its own way. It was becoming clear to me the HLP wasn’t just about food and
beverage but included other hospitality interests. One of our guests owned a chain of hair salons
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as a franchisee, and another operated a local resort on the beach. I did notice one name belonging
to the owner of a local craft brewery. We had worked together as a part of another large team of
university and community professionals on a brewing program 4 years prior. I was the lead
designer on the program which featured 15 plus instructors and experts from water chemistry to
keg cleaning. The brewing program was developed as a fully asynchronous online classroom
experience with a 2-week internship at a local brewery.
After looking at the HLP outline, I knew that a straight comparison to the brewing
program wasn’t likely. My experience, both as a business leader and a leadership instructor, told
me that the HLP would be different indeed. The brewing program was intended as an
introduction to the brewing process at the scale of a craft brewery. It was meant to provide a
career path for those interested in entry level employment in the craft brewing industry. There
were processes to learn and the content was full of direct instruction. Brewing beer is all about
process. Leadership, in contrast, is experiential; it is a journey of trial and error requiring expert
feedback to speed the growing leader’s experience along. Although I saw this distinction clearly,
I would later learn that the brewing program model was anchored in the mind of our Dean more
firmly than I imagined.
As the chancellor's conference room began to fill, there were a few smiles and nods, but
not many knowing introductions. It appeared that most of us were strangers to each other, at least
by sight. The emcee for the evening was the university’s primary leader for the brewing
program, introduced earlier as the Dean. The Dean had recently stepped down as the active dean
for the college of arts and sciences and championed the brewing program’s creation. His work
and influence were instrumental in getting the brewing program fully implemented and approved
by the chancellor. The Dean introduced himself as everyone settled in their chairs around a large
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table in the conference room. The introductions proceeded clockwise and, returning to the 12
o'clock position, the Dean began to outline the agenda for the meeting. He introduced the man
who would become the director for the HLP, recognized from here forward as the "Director.”
The Director took over the meeting and started with the first item on the agenda, "Why are we all
here?"
I learned that several of the hospitality leaders, including a few in attendance and several
who were not present, had a prior meeting which resulted in the draft program outline provided.
Since there were some new faces at the table, the Director wanted to provide an opportunity for
them to add their input and discuss the purpose and content of the HLP. As each of the
hospitality leaders took the floor, they began to tell stories of how they got started in hospitality.
We were all rather amazed at the depth of emotion and connection to the mentors who helped
and inspired our current leaders along the way. While the details were always different, the
common thread of learning the “hard way” or “trial by fire” was always followed by a
benevolent leader taking them under their wing to guide their success.
This section of the meeting lasted more than an hour. I was surprised at the degree of
openness and vulnerability our hospitality leaders demonstrated in the retelling of their stories.
This was far more than a simple recounting of events. Although some were more reserved than
others, the level of emotion conveyed was palpable. One leader recalled being a child under his
mother’s kitchen table while she made pasta. As he got older, he began to participate in the
kitchen rituals of his family and “got hooked.” Family members were often pivotal figures in
these origin stories. Fathers, mothers, aunts and uncles all played major roles in shaping our
leaders’ reasons for choosing their life path. Even when the mentors were not family, most of our
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leaders spoke with reverence of those who helped guide them toward the success they enjoyed
today.
Almost all the stories had humble beginnings that weren’t far off from my own
experience hanging out in the back of a restaurant. Taking out trash, sweeping floors, and
helping in any way they could begat a value for a strong work ethic. Long hours, late nights, and
hard work brought smiles to our storytellers. Each of them seemed to take pride in earning their
spot at the table that evening. The implication was, none of this had been handed to them.
Through grit and hard work each of them achieved success but with full acknowledgement that
they didn’t get here on their own. Their mentors all played a major role in their success.
As we began to wrap up introductions, most of us wished those stories had been
recorded. All of us were moved and inspired in some way. Our leaders impressed upon us a
desire be the mentors for the next generation, but they didn’t have the kind of time their mentors
had. Business had changed in their eyes. The demands of their current positions didn’t offer the
kind of access necessary to mentor. Also, many of our leaders said they had multiple individuals
they felt could use the kind of leadership training they hoped we could deliver. Although each
leader expressed a desire to give back, they were limited and hoped that we could create a path to
give future leaders a jump start.
Next steps came in the form of a needs assessment to be completed by a business
consultant contracted by the Dean. The “Consultant” joined us by conference call and proceeded
to present an outline of her plan to meet individually with the numerous leaders from our
hospitality community. Her goal was to produce a document and presentation to succinctly
identify who our target audience was, who our target student was, and the core leadership skills
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most needed from a variety of hospitality specialties. The meeting ended with the promise of
more meetings and the needs assessment to come.

The Program Development Team - Identifying Roles
As the needs assessment rumbled along behind the scenes, the university team scheduled
a meeting two weeks out to discuss the particulars of producing a viable program. My manager
had never intended on participating in the development of the HLP, they just asked me to keep
them informed in our regular meetings. The scheduled attendees for this meeting were the Dean,
the Director, me, and another instructional designer. I must admit, I was confused why the Dean
chose another instructional designer who did not work at the university to sit in. I decided to
contact the Director to gain some insight prior to the meeting as the Dean was much less
accessible.
I was informed the other instructional designer, who we'll call the "ID" for short, was an
acquaintance of the dean and had recently retired from a position at another university. The ID
had a plethora of experience in developing college courses but hadn’t developed a partnership
program for professional development. It appeared the Dean made a few assumptions for the
direction of the HLP to follow the brewing program model. The Dean envisioned multiple
instructors, each with their own expertise, teaching various portions of the HLP curriculum. The
ID would then meet individually with the various instructors to develop learning objectives and
learning activities to match the goals for the program. Once that work was done, I would receive
the content and design the online portion of the program. This is where things got complicated.
The early stages of any type of program development are messy. Prior knowledge and
experience drive each team member toward their idea of what the program and its curriculum is
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supposed to accomplish. Team members also have identities, workloads, and turf to protect. This
meeting was no different. As the meeting started, the Dean reiterated what the Director had told
me and we began the process of establishing a consensus for the HLP in broad terms. Each of us
stepped in and out of the dance circle, making our points, expressing concerns, and gaining a
better idea of what the HLP would be. Taking turns, we discussed the scope of the program, what
kind of learners we would have, and some basic ideas about the leadership content. We covered
costs for development, how to roll the program out, and how long it might take to build the
course program. The initial indication from the Dean and the Director was to have a fall start
date, meaning late August or early September. Since we were sitting squarely in the middle of
February, I pushed back on that completion date pretty hard. I didn’t outright say no, but it just
wasn’t realistic. Since the model of the brewing program was firmly planted in their heads, I
gave them an example. The brewing arts program began its development cycle at about the same
time (February) and it didn’t go live until November. The HLP didn’t have a completed needs
assessment, and we still didn’t know who was going to teach it. I told them the stars would
seriously need to align in their favor for the HLP to launch before the end of the year.
If there is anything I have learned about project development in my years of experience,
when the development team isn’t on the same page early, the program doesn’t launch early. The
request for an early start from the Dean and the Director was a strong indication the development
team, as a whole, was not on the same page. There were just too many specifics about the course
that needed to be explored and defined, let alone accomplished. We left the meeting with a
decision to wait for the completion of the needs assessment by the Consultant to proceed. Once
we had the needs assessment in hand, we could begin the work of answering all those
unanswered questions.
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Reflecting on the meeting later, I had a sneaking suspicion the deadline was imposed as a
mechanism to instill urgency, not as a realistic expectation. I also wondered if there was pressure
being placed on the program in some way by the university or the administration.
I felt confident in my early assessment, but I also felt the need to let things unfold in due
time. I believed that everyone wanted the HLP to be a quality product over the need for it to just
be pushed out to market.

Planning Ahead
After a few days reflecting on the meeting, I pondered the concerns I had so I could
discuss them with my manager. I found myself considering the typical role I took as an
instructional designer and determining how I wanted to define it for the HLP. Although the title
of my role didn’t change over time, it certainly evolved as I became more invested in creating the
HLP then deciding to write about the experience in my dissertation. Looking back, I believe if
the HLP was not my chosen line of inquiry I would have worked differently on the program.
This kind of reflection is purely speculative, I can’t really know what I would have done, but the
level of time thinking and the details encompassing this story are certainly not typical of my
design process. As I considered my place in this endeavor, I had to decide how strongly I was
going to advocate for the direction the program would take.
I realized we needed to reconsider the idea of having multiple instructors. The leaders at
the meeting never mentioned processes, like how to order food or how to set a table properly.
The stories they told spoke of poor conceptual knowledge in their managers. Their deficient
managers reprimanded people by text, held meetings that didn’t get to the point, and seemed to
work too hard for little return on the effort. The leaders wanted managers who felt like they
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could build a career in hospitality and see the opportunities offered by the industry, not to see it
as a job on the way to something better. In my reckoning, this type of learning required a
continuity of experience and mentorship from a single instructor. While different leadership
instructors may have different stories, each of them will likely converge on the same
fundamental concepts of leadership. While I thought my logic sound, I kept it to myself as we
waited for the needs assessment.
We got word the Consultant was finished and the next meeting was scheduled. I was
asked to help prepare an executive summary presentation video in anticipation of those who
wouldn’t be able to make the meeting. As a result, I got a preview of the content and had the
opportunity to form a plan to be more vocal in the next meeting. I reserved conclusions until the
presentation to make sure I had as much information as possible. Although the PowerPoint slides
were revealing, I wanted to hear the Consultant’s story.
In the end, 20 hour-long interviews were conducted with hospitality industry leaders
representing large corporate hotel chains, large corporate restaurant chains, franchise owners for
fast-casual and fast-food companies, local restaurateurs with 3-10 locations, national haircutting
franchisees and local resort owners. The interviews were fully conducted by the Consultant and
she was solely responsible for the content of the interviews, data collection, and data analysis.
Most of the owners did not have a formal education in hospitality but worked their way through
the ranks of their respective fields. The “busboy-to-owner” narrative was repeated several times,
even from the franchise owners. Each of the interviewees clearly identified a mentor who
inspired them to pursue a career in hospitality. I began to wonder how mentors might play a role
in the program beyond a one-on-one relationship.
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Presenting the Needs Assessment
The Consultant presented her results to a, once again, full conference room. A few faces
were different, but the most vocal of the hospitality leaders from the first meeting made a return
to the table. Each of the leaders in the room had been interviewed by the Consultant, so the first
part of the presentation was met with knowing appreciation for what they already knew. The
Consultant’s analysis identified 4 main challenges from her interviews.
Each of the leaders thought the hospitality community had a shortage of skilled
management talent and the existing talent pool lacked soft skills for managing people, didn’t
understand how to drive a business forward, and had little or no intention to make hospitality a
career. One leader stated, “My biggest challenge is the growth of my talent pool keeping up with
the pace of my concept.” These are significant hurdles for growing a business to overcome, and
one that would not be accomplished by a program focusing on knowledge acquisition and rote
learning. The design team would need to create a curriculum which provided opportunities for
exploration, failure, and allow for expert feedback within a system built to support the learner.
Therefore, I was surprised when I saw learning modules proposed by the Consultant.

Realigning Good Intentions
I expected the needs assessment to feature a few suggestions on what the leaders thought
should be included in the HLP curriculum. When leaders believe there to be a gap in knowledge,
skill, or execution from members of their teams, it is natural to want a comprehensive plan to fill
those gaps. I hoped the topics to be covered in the HLP would reflect the main challenges
identified in the Consultant’s analysis, or at least ask good questions of the learning experts in
the room about how to meet those challenges. Instead, a false sense of accomplishment fell
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across the room as the Consultant plowed forward and unveiled a learning plan that prioritized
creating hospitality concepts, building processes for concepts, and then training for those
concepts and processes. Other learning goals including instilling character traits like, “hustle,
grit, moxie, and hunger.” There were requests to address issues of physical plant, equipment life,
employee onboarding, finance systems, purchasing, and profit-loss statements. All of this was
requested in a non-credit, fully online program that could be done in less than one semester (16
weeks) while the GMs worked full-time. The target audience for the HLP was basically anyone
of any age, with any level of education, who had a bare minimum of one-year server experience.
Last, the leaders suggested that in order to invest in a candidate for the HLP the learner should
demonstrate intention, communication skills, problem solving, emotional intelligence,
entrepreneurship, and a good work ethic. One more thing, it would be nice if we could
incorporate some on-the-job training.
As the Consultant finished up her presentation I wondered if the development team
understood the challenges before us. To the best of my knowledge at that point, I was the only
one in the room with experience creating a professional program of study. While many had
helped in curriculum decisions at the university, the HLP was specifically requested to not be a
typical college course. The most positive takeaway for me was when the hospitality leaders
unanimously deferred to the university team to create a workable solution. As the magnitude of
the leaders’ expectations for the program were manifest before them, a creeping realization that
it might not all be attainable seemed to take hold. I told them it was a tall order and that the
learning team would convene and then present our recommendations.
Despite the unrealistic scope set for the HLP I did walk away from the meeting in a
positive state of mind. The leaders in our group considered themselves self-made successes.
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Although they recognized their good fortune, it was easy to gather they all believed they earned
their success through their labor. A common thread in their stories demonstrated a dedication to
the hospitality industry, along with their own business interests. Most of the leaders expressed a
desire to “give back.” Having achieved success themselves, they wanted others to have an
opportunity to realize their own successes. My interpretation was, embedded in their altruistic
intent was hope for the HLP to increase the talent pool available and improving accelerating the
growth of potential leaders, helping them to see the value of a career in hospitality by increasing
the reach and scale of a one-on-one mentoring experiences. There was a palpable belief from the
leaders that the university could produce a working model.

The Learning Team
Time to get to work. We constructed another meeting of the learning team that included
me, the Director, the Dean, the ID, and the director for the university’s center for corporate and
professional training. We can refer to him as the CPT Director as he begins to play an ever more
significant role in the development of the HLP. We also invited a Communication Professor (CP)
with ties to the leadership center in charge of the HLP. While the CP’s role was small, he had a
big influence in my role on the team.
When we began this process, many of the folks on the learning team viewed me as “the
online guy.” Most of them had little knowledge of my work as a researcher, or what an
instructional designer is, or that I had 25 years of experience in management and leadership roles
prior to working at the university. Most of them didn’t know my first job was as a dishwasher in
a restaurant and that I spent time as a server. The CP and I had a history. I was a late bloomer
and came back to the university as an undergraduate student in 2009. After taking his class, the
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CP and I struck up a friendship and shared long conversations about learning, leadership, and
how to create great experiences for students in hybrid and online courses. He knew how I
thought, and I had a chance to share a lot of my work experience in our conversations. We were
simpatico. The CP also had a good rapport with the Director, and the Director had a deep
appreciation for the professor’s expertise. While I never knew exactly what was said between the
Director and the CP, I have a strong inclination the professor vouched for my own level of
expertise and knowledge. Over the next month or so, my role evolved, and I became more
accepted by the team for the breadth of my experience and knowledge that went beyond the work
of putting a course online.
With only six of us in the room, we were able to have frank conversations about what
was needed for the program and how we would begin to create a framework for success. We
made quite a few solid decisions that day. The CP and I had both been teaching in the
university’s leadership program (different courses), so we made strong arguments about the level
of feedback that would be required for our working professionals to get a quality learning
experience. We explained that there were dozens of leadership programs available online, most
of them had lecture-based instruction with no opportunity for interaction and feedback with an
expert. When programs did offer feedback from qualified professionals, there was little in the
way of follow-up after the course.
The conversation got around to the idea of reducing the number of instructors in the
course. I was happy to find that others on the learning team saw this as a valid point, and we
quickly dismissed the instructor model of the brewing program. The curriculum didn’t demand
experts in procedural knowledge, but experts with hands-on experience leading hospitality
teams. We needed someone with a broad perspective that also had the time to devote to the
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students in the program. Two candidates came to mind that were in our initial meetings. One was
an HR director for a major hospitality chain and the other was a full-time hospitality consultant
and coach. In the end, the coach turned out to be the perfect candidate. He had the flexibility of
schedule to coach and interact with our students when necessary and his role as a consultant
brought a level of perspective, we found invaluable. The coach agreed to terms and officially
became our instructor.
To summarize, at this point the learning team consisted of me, the Director, the Dean, the
ID, the CPT Director, the CP, and the Instructor. The learning team fully participated in the early
brainstorming stages which took place in the spring. I also had individual sessions with the CP
and the Instructor during this time. These early meetings helped to build a direction for the
program as I began to have a deeper understanding of the challenges faced by general managers
in the hospitality industry.

The Complexity of Hospitality
One of the goals for the course was to provide a leadership approach that would
encompass a number of hospitality industries. The hospitality leaders requesting the HLP came
from various types and sizes of organizations. Some had less than 50 employees owning a single
franchise, some had multiple locations or multiple concepts, and a couple represented larger
corporations that span the globe. The industries included were restaurants, bars, hotels, and
spa/salons. Even within those industries there was diversity. Restaurants can be fast food, casual,
or fine dining. Hotels can be small enterprises like a beachside motel or large resort with
multiple restaurants and spa service. The diversity at the table belied the fact that each of them
shared a very similar story. It is very difficult to find, cultivate, and keep talented general
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managers. Our leaders reported their managers, like themselves, didn't plan to enter hospitality as
a career. For many, joining a hospitality organization largely happened out of circumstance or
through a network of friends, family, or acquaintances. Happenstance presents opportunity and
people stay only if it suits them. Our leaders report that turnover is high, and it is costly endeavor
to replace key personnel like a general manager. Productivity and continuity of service suffer as
new employees enter vacated roles.
By no means would I consider myself an expert in hospitality, but I did have my turns in
the kitchen and in the front of house as a server. Those short stints working in restaurants gave
me a brief but invaluable glimpse into the inner workings of restaurant culture and what
restaurant managers faced daily. Hospitality businesses have a highly dynamic environment with
long operating hours and large amounts of part-time employees. Numerous businesses are in
service 7 days a week and 365 days per year, many of those operating 24 hours per day. During
those shifts clients and customers arrive with high expectations for service which often means
much more than a simple transaction.
The nature of hospitality itself is a group of human beings working in concert to provide
a service to another human being. Creating a hospitality experience that meets the needs of every
individual is an enormous task. At any given moment hospitality workers may be asked to
provide a service as mundane as Tuesday night take-out or as meaningful as a wedding or 50th
anniversary. It is a uniquely human endeavor to create this experience with many moving parts
and moving people. From first-hand experience I can tell you that the simplest of interactions in
hospitality can be incredibly meaningful.
My first job as a manager was in a hair salon. Following my father's advice to find a trade
when I was in high school, I decided cosmetology was for me. Why work outside in the heat
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when every salon has air conditioning! From the ripe old age of 22 I began being responsible for
my staff by creating schedules, ordering inventory, and navigating the world of making people
look better and feel better when they left our salon. Getting one's hair done is rarely a simple
transaction. When cosmetologists do their job well, people often leave feeling elevated. Their
hair is often an outward manifestation of who they want the world to see when they step outside.
To leave the hair salon with a new hairstyle can be a transformative experience. Just a simple
haircut can change who people think you are.
Leading a team in a hospitality environment is demanding. Working long hours is the
norm, and in some cases can result in a reduction in pay. Getting promoted doesn't always mean
making more money. Bartenders and servers working in high-ticket restaurants often make far
more than their managers based on the ability to earn tips. The increased hours, responsibility,
and the possibility of making less money in the short-term on the way to a long-term goal is a
hard sell. One of the key concepts that emerged in the creation of the HLP was creating a
program that would elevate both the individual manager and the business as a whole.

Narrowing the Focus
Comments are flying around the room as the hospitality leaders talk about the
significance of the issue at hand. Then one leader remarks, “If you aren’t growing in this
business, you’re just slowly going out of business.” Heads nod in the room and the
acknowledgement of an uttered truth hangs in the air for a moment. I make a mental note to mark
the scene, and the conversation quickly moves on. I am eager to stay in the moment, active in the
conversation. The statement hovers and echoes off my recollection for the rest of the night.
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Ultimately, the purpose of the HLP is to help the local hospitality industry solve a
complex problem; there are a lack of qualified, informed, experienced general managers.
Regardless of how good they are as owners, an owner can only get spread so thin. At some point,
they must turn over stewardship of their concept and their vision for hospitality to a manager.
The lack of qualified candidates is their key concern and they are looking to bolster the pool of
candidates from within. All of them hope the HLP will help them achieve that goal.
The learning team's initial brainstorming meetings used the takeaways from the
Consultant's presentation to inform the curriculum, its delivery, and the needs of the community.
In the first meeting it became increasingly clear that most of team were constrained by their
experience creating for-credit academic courses. The ID began pushing to immediately create
learning objectives based on what we thought were important concepts or skills each of the
students would learn in the HLP. He immediately went into a mode of a university instructional
designer and pumped our Instructor for information that would lead to learning outcomes.
I was far from in charge of this meeting, and the lack of experience creating a program of
this type meant we lacked focus. First, the learning team would need to work on defining roles
and establishing the boundaries of the knowledge and skills we brought to the team. While I felt
a welcome addition in the room, it was clear they mostly saw me as "the online guy." None of us
wear the sum total of who we are and what we know as a sign for all to see. Prior experience and
its value to the project are something to be revealed, and that takes time.
That first meeting of the learning team produced a document borne out of good
intentions, but without knowing some incredibly key information that should inform the creation
of any program of study. Most participants on the learning team assumed the Consultant's
analysis and key takeaways didn't warrant challenge. The downside of this document is that it
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gave a false sense of progress. I began to push back against content creation. We had no
definitive information on the learning community we were about to create. I knew that training
programs are rarely seen as successful in the long-term, and I was determined not to relegate the
HLP to the dustbin of commodity training.
I felt like we needed to back up a step or two and discuss a few important questions the
learning team had yet to answer.
o Who was our target student?
o What were student concerns about their own leadership path?
o What were their concerns about entering the HLP?
o Where would the students come from, what was the market?
o While many of the leaders suggested they would send their own people, how would
we increase enrollment for sustainability?
o Would students be willing to pay for the program on their own?
o How long would the program be?
o What time commitment would be expected for the student each week?
o How did the relationship between the student and their owner/supervisor play a role
in their learning?

As the meetings progressed, we began to answer these questions systematically. It took 4
meetings over a two-month period before we felt comfortable with our answers. During the
course of these meetings it became apparent to the Director that the ID was no longer needed.
My role with the university and the apparent value I brought to the meetings convinced the
Director one instructional designer was enough.
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A Question of Community
Our target student became identified as a current GM sponsored by their organization. As
I researched existing leadership training programs, one of the key factors to success was support
from superiors. We adopted the term sponsor to denote the individual responsible for supervising
our GM learners. Although many of our early commitments would be from the owners of the
hospitality groups that formed our initial advisory board, we anticipated marketing the program
to a broader spectrum of hospitality organizations. I began to advocate for the sponsors to
become active in the training program through a minimum of two check-in meetings with our
instructor. For lack of a better analogy, like a parent/teacher conference. Our instructor was
immediately supportive. His experience working directly with owners confirmed what my
research revealed. Buy-in and support from sponsors would be integral if our GM learners had a
chance for long-term change in their organizations.
Expanding on the idea of sponsors being directly involved, the development team
expressed a desire to keep the leaders on our advisory board active in the program. Their
continued support in the hospitality community would be important to maintain momentum for
the HLP. I remembered how much the leaders enjoyed each other's company and the chance to
have conversations about hospitality challenges they all faced. I began pushing for the idea to
have our leadership center facilitate community meet-ups at least a few times per year. The
development team also discussed having an annual awards banquet to honor our local hospitality
leaders. The core idea was based on the idea that when we belong to something bigger than
ourselves, something that extends to the community in which we live, we are more likely to
remain engaged and involved on a deeper level. The HLP would always be a more formal
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method of learning. It would have a curriculum that, by its very nature, would have its own
focus. Although formal learning has incredible value, informal learning through social contact
can also build community and keep its members engaged.

A Question of Time
In my opinion, one of the biggest obstacles we faced creating a successful HLP was time.
We determined early on most GMs work very long hours. Finding time to add the HLP in their
already busy schedule would be challenging to say the least. As mentioned previously, our
sponsors would be reluctant to send anyone to a program that added to their GMs burden or took
away from their duties to their organizations, and they thought 5 hours a week extra was all they
could handle. Our instructor echoed this from his experience. One core part of his philosophy of
hospitality leadership was reflecting on priorities in such a way to increase the amount of
personal time a GM had at their disposal. He developed a way to create new habits through time
management he called the Ideal Week. It was an excellent approach to solve our problem of time
on two fronts. We decided the first unit of learning would be focused on them creating time for
themselves for reflection and self-improvement. This would both serve to help them find time to
continue with their HLP studies and provide them with a long-term solution to create a better
work/life balance.
At this point our learning team had dwindled quite a bit. With the major context questions
answered, the Instructor and I were the only two meeting on a regular basis. We continued to
update the Director as needed and planned to reveal our concept for the HLP to the leaders on the
advisory board and the full development team. It was now June and we were ready for final
approval to move forward.
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The HLP in Theory
The hospitality leaders were excited to see what we had come up with. The instructor and
I hadn't built the entire curriculum yet, but we had a good overview and were confident the HLP
met the targets of the original needs assessment and gave them a leadership program they for
which would be willing to send their own people. We created a simple document outlining the
mission, vision, and values along with a business outcome that was measurable and provided a
solid, tangible return on their investment. We also mocked up a single lesson for them to view on
our learning management system, Canvas.
Ultimately, we decided the course needed to be 16 weeks in length divided by 8 learning
units or modules. We wanted the learners to engage with the course more frequently with a
minimal time commitment when they did engage. With a promise of 5 hours of course time that
meant 2 interactions a week with no more than 2.5 hours for each. While this doesn't seem like
enough to embed the ideas for effective leadership, when you get to the core of what knowledge
students need, instruction time is the least of what they need. The secret to the HLP was we
created content that emphasized personal goals in order to achieve their professional goals. We
also focused on the students taking that small amount of content time directly back into the
workplace. Describing a concept can be rather simple, all the learning takes place from
implementation and practice. So, while it looked like the HLP was only 5 hours a week, the
reality was the content was meant to affect almost their entire way of operating.
Most GMs rise through the ranks of hospitality, especially in the restaurant world. They
work hard, and they take to the lifestyle. Many of our most successful leaders practically bubble
over with glee when they described being slammed on a Saturday night. The talked about
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conducting chaos where nothing goes the way it was planned but you manage to pull it off
anyway. In the end the satisfaction of a good night means you're exhausted, but your customers
left happy and your staff had a pocket full of tips. The kitchen managed to handle the rush and
pulled through with flying colors. A mad symphony of success. Although some choose
hospitality, they almost describe it as hospitality chose them. Formal training for a temperament
to endure, and actually enjoy this chaos, is not something taught in any program.
Our Instructor noted that evenings like the one described above were the fun part, and it
wasn't the part of the job that burned you out. Most of that happened during the day. Answering
phones, dealing with vendors, adjusting to staff call-offs and schedule changes, all while under
the near constant work of hiring and training new people is what takes its toll on a GM’s time. It
is in the organization of this chaos that most GMs need improving. Here is where the Ideal Week
and the content taught through the HLP would shine.
The thread running through the HLP was this; become more organized to cut the flotsam
and jetsam from your day, create more time for yourself, then focus on the wellbeing of your
staff. This isn't done by attending any training, no matter how good. It is taking ideas that have a
track record of working in context and learning to implement them yourself. Once a GM begins
to achieve these time gains and can improve the wellbeing of their staff, they can reduce
turnover. Turnover is a big payoff and we determined to be the primary return on investment for
the business. Industry trends consistently show that turnover is higher in hospitality, across the
board, than in most any other industry average. Losing one front-line employee can cost as much
as $5,000 in lost productivity and the cost of hiring a replacement. That number skyrockets to
estimates at high as $30,000 for a GM. The promise of the HLP was powerful. Your GM will be
less likely to leave because you have invested in them as a person. The result of that investment
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is not only saving the loss of the GM, but the trickle-down effect of reducing turnover for staff.
If, by attending the HLP, one GM can keep one less person from leaving per year, the cost of the
HLP is recouped in that year.

Building the HLP
Our Instructor was incredibly invested in the process. He was a willing listener and asked
hundreds of good questions. I must admit to a certain amount of luck in that department. We
developed a working rapport that made understanding each other easy. Finding common ground
with your instructors and subject matter experts is always a good thing. Our process consisted of
regular meetings and a good working document. Finding a good cloud-based platform is
preferable. The idea of sending versions with comments and feedback via email is a nightmare.
Establishing a common cloud platform for document sharing and editing is key to creating a
solid workflow.
Once the units of instruction were formalized, he began the hard task of creating the
content. I developed a concept for him to create content which I called Know, Do, Show.
Remember, the Instructor had no experience as a teacher; he was a coach. The jargon of
instructional design and education speak (scaffolding anyone?) was thrown out the window. I
told him to think about content this way, for any given subject, what is it you believe they must
know? Once they know that, what is it you want them to do at work to make it real or put it into
action? Last, what do you want them to show you for that effort?
He would work on a section at a time and I would provide feedback and ask for
clarification. Most importantly I kept an eye on the alignment of the content. The Know, Do,
Show should always be relevant to one another and make plain sense for the students to
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understand what was expected for their success. While he worked on that, I worked on a more
formal design plan behind the scenes.

Instructing the Instructor
Again, the Instructor was a novice teacher and he was concerned about being effective in
an online course. A good part of my work was finding a language and processes that fit within
his coaching paradigm, only scaled up. He was used to the immediate give and take of one-onone conversations. Giving good feedback wouldn't be a problem, but how do you have time to do
if for a whole class? For this aspect of the course design, I relied heavily on my own experience
as an online instructor.
To put it in perspective, the Instructor has clients across the United States. While he
travels quite a bit, he is used to listening and providing feedback to those clients at a distance.
The one difference was scale. He wasn't going to deal with one client at a time, but a whole
cohort of clients at the same time. My strategy for him was to treat it much like his Ideal Week. I
told him to prioritize his time with students. For many assignments (the show part) there are
commonalities among students that can be given as group feedback via video. I encouraged him
to talk about the common patterns in the student responses and he could feel free to use specific
examples, as long as he didn't single out a particular student causing harm or embarrassment.
This would keep down the need to give individualized feedback to every student on every
assignment. Sometimes that just isn't reasonable, nor is it always more effective than group
feedback. In doing so, he would give himself time to focus on a specific student's needs and
provide feedback that would matter the most toward their progress.
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Another analogy I used involved the parallels between students and good teaching, with
customers and good hospitality. Students often come into a course like customers coming into a
new fancy restaurant. You get all dressed up, walk in the front door and wait for someone to give
you a clue what comes next. All customers expect to eat, and all students expect to learn, but isn't
the difference between fast food and fine dining the experience as much as it is the food? Our
Instructor understood how to create a hospitality experience that was in alignment with the
mission, vision, and values of a hotel or restaurant, he just needed to translate that to the learning
experience. When students show up to a professional training, they will bring with them a host of
experience. Our hospitality leaders shared that many of them, and likewise their GMs, didn't take
to academics. Being in school was never a good experience for them. I asked the Instructor a
rhetorical question; when you realize a customer has never been in a fine dinging environment,
how do you make them feel comfortable? I suggested he use the understanding of naïve guests as
a model of behavior toward the students. Give them clear instructions without talking down to
them. Help them to understand their own value in the process of learning and that you aren't here
to "fix" them. In doing so, you guide them, but never take away the fact that it is the student's
experience that counts.

The Final Design
The instructional design of the HLP effectively took 6 full months, and an additional 6
months of brainstorming and planning prior to the course build. In retrospect, I'm not sure we
could have done much to shave that time off given the lack of experience from so many on the
development team. Even with an experienced team, it takes time to get to the heart of what you
want to accomplish. There are always going to be false starts and unexpected problems
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developing and producing anything, much less a custom program designed from the ground up.
While I certainly had experience prior to embarking on this journey, my goal was to approach
the HLP without assumptions of what it should be.
We settled on the idea of short instructional videos preceding two assignments per week,
one on Wednesday and one on Sunday. The idea was the students would watch the instructional
videos early in the week which introduced the topic and had them submit a short formative piece
of work. For example, one unit begins to cover team meetings. The video content would provide
context and discusses the different kind of team meetings that take place in hospitality, such as a
pre-shift meeting. The Wednesday assignment would be to turn in the agenda for one pre-shift
meeting. The Instructor would provide group feedback through announcements or video content
and offer individual feedback when necessary. The students would then be directed to conduct a
pre-shift meeting and record it, submitting it for review on Sunday. Each student in this case
would get individual feedback. The model continued throughout HLP along with three other
planned interactions.
As you'll recall, most of our hospitality leaders on the advisory board were happy to
participate in creating the HLP, and they wanted to give back to the hospitality community. We
decided that two on-site meetings would occur through the HLP’s term, each with one of our
hospitality leaders as a guest speaker. The meetings would offer the opportunity for leaders to
connect with the students and share some of their hard-earned wisdom on a topic apropos to the
course. We asked for volunteer establishments to provide meeting space and perhaps a
discounted meal. The point was for the students to have access to our hospitality leaders as a
mentors, with questions and interactions encouraged and facilitated by the Instructor. An
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opportunity for informal learning at its best while building a community around improving
hospitality leadership.

Assessing the Outcome
The scope of this narrative study ended at the release of the HLP with our first cohort of
students. As father time asks for his dues, all things must end somewhere. While I will not be
able to report the level of success we achieved with the HLP, we can discuss how we will go
about recording success. In our mission, vision, and values statement for the program, we made a
promise. If you apply the principles offered in the HLP, you will have more time for yourself,
have a better work/life balance, experience improved guest loyalty, and improved financial
results for your organization. The final product of the students is a hiring plan designed to create
a cohesive, mission driven team that consistently executes at a high level. The result of this
hiring plan is to reduce organizational turnover. Each of these items is observable and
measurable. Anonymous surveys will be issued to students and sponsors requesting their
opinions on how the HLP helped them achieve these outcomes.
We also plan to conduct exit interviews with students and sponsors to gain information
on their experience throughout the program. The HLP was intentionally designed to invite
participants to co-create their own personal and organizational objectives. I expect some
unexpected outcomes as a result and I would hope to capture learner experiences outside the
stated objectives. The principles of Dewey’s (1929) pedagogical creed are ensconced in the HLP,
and the curriculum design honors the experience of each participant and reinforces personal
experience through reflective activities. Learning is an experience itself and is not simply a
means to an end.
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As for my outcome, I'm happy with what we produced and what the promise of the HLP
could mean to the GMs who embrace the potential of the content. I'm certain there will be
program revisions. It is highly unlikely that we hit a homerun our first time at the plate. But
revision is part of the continuous improvement process. Why would we expect anything less of
ourselves when we ask it of our students?
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Supporting Narratives and Evidence

A Review of Existing Training Programs
Management training programs often just don't work. Gallup (Wigert & Maese, 2019),
the Harvard Business Review (Beer et al., 2016) and the MIT Sloan Mangagement Review
(Ready & Conger, 2003) all agree that there are significant challenges to creating leadership
training programs that meet their stated goals. The HLP was developed with these challenges in
mind as we sought to mitigate the failures of other training programs. This review will identify
common failures of leadership training, and specifically for the hospitality industry, as they
relate to developing the HLP.

What Did the HLP Leaders Think?
Leadership training programs span a wide variety of industries, and hospitality certainly
has its share. When I was asked to participate in the creation of the HLP it was predetermined by
our hospitality leaders that other programs they explored were not applicable to the needs of their
businesses. Their assessment of available leadership training was not challenged by me or the
HLP development team. The Dean and the Director were convinced by the sheer number of
hospitality leaders who shared the opinion that other programs were not a good fit. Their
confidence compelled the creation of the HLP.
The complaints I heard about other leadership training programs from our HLP leaders
focused on key areas. First, they believed most programs emphasized theory-based learning
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which didn't apply to everyday tasks and duties of a general manager. They expressed a desire
for a program emphasizing high impact learning that focused on implementation of best
practices. Second, they wanted a program that could be completed without seriously impeding
the manager's ability to work. It was imperative that the HLP didn't overly burden the managers
who often worked 6 days a week in excess of 60 hours per week. When I asked them what an
ideal amount of time would be for them to devote to the HLP, at first they said no more than 10
hours a week. But after a few moments of conversation that number quickly dwindled to 5 hours
per week. Third, they leaders reported other leadership training programs did not focus on two
key areas of content, soft-skills and finance. Each leader emphasized that the ability to
communicate effectively to an enormous amount of diverse team members was a challenge with
which most managers struggled. They also wanted their managers to achieve a basic level of
financial literacy. They didn't need to become finance majors in the process, but they should
have a solid understanding of cash flow and how to read a profit/loss statement.
I performed an internet search of available training programs and that cursory review met
with mostly the same assessment as our leaders. Any program of study covering the content they
emphasized was generally incredibly time intensive and required attending multiple courses over
long periods of time. More importantly to me, there was not a single hospitality leadership
program found that comprehensively addressed the common failures of leadership training,
regardless of the industry.

Common Failures
Leadership training programs fail for a host of reasons. There is considerable research on
the subject and while a fully comprehensive review is beyond the scope of this project, I will
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highlight what I considered to be most salient to the needs of our local hospitality community.
One primary reason for poor outcomes is support after the training is over (Beer et al., 2016;
Leskiw & Singh, 2007). Most leadership training focuses on the improvement of the individual
and largely ignores the context in which the individual is situated (Chung-Herrara et al., 2003).
Contextual factors include workplace culture and support from superiors. Post-training surveys
consistently report that workers regress to previous mindsets and behaviors when the
environment in which they work is not supportive of the change learned and developed in the
training. In many cases, leaders want their managers to improve, but then don't endorse the
proposed changes upon the completion of the training (Crosbie, 2005). It is also important that
newly trained managers have support of peer managers in the organization. When peers have
significant differences in their leadership development, it can lead to counterproductive work
behaviors that undermine the change endorsed by the training (Jang & Kandampully, 2018).
Another common failure point in leadership training is workplace relevance. Ready and
Conger (2003) go so far as to describe the phenomena as a pathology they call, "The
Productization of Leadership Development" (p. 85). Passive programs featuring slick videos
create a commodity out of leadership development training to point that it becomes a self-help
montage of entertainment. Leadership development programs involve change of sometimes
deeply embedded ideas or patterns of behavior. While leadership skills and competencies can be
taught, they take time to evolve and need supportive feedback allowing for trial and error
experimentation.
Hospitality is a dynamic and complex industry with multiple business models which are
constantly evolving. At one time, the hotel industry focused enormous amounts of attention on
the customer experience at check-in. That first contact was integral to setting the stage for the
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guest experience. Some hotel models have completely eliminated the check-in experience for
savvy business travelers, allowing a fully online check-in process where there is no front desk
(Sampson, 2019). Restaurant concepts evolve rapidly as consumer tastes and lifestyles change.
There is no one-size-fits-all training. The importance of the learner's context to create relevance
cannot be overstated.

Measuring Success
Knowing when leadership training is successful largely depends on a common set of
goals between the manager and senior leadership (Ready & Conger, 2003). Creating a clear path
through mission, vision, and values becomes more than a slogan, it becomes the touchstone from
which leadership development becomes relevant to both the learner and business. Goals and
measuring successes are a moving target that must be addressed within the organization based on
its needs at a given point in time.
During the writing of this dissertation, the world is experiencing our first pandemic in
more than a century. Hospitality businesses are under enormous strain as they close or shift their
service model to accommodate public health needs. Although a global pandemic is an extreme
example, it firmly illustrates how the metrics of success can change through circumstance.
Leadership skills will certainly be tested as the hospitality sector pivots to address challenges it
faces.
Most current leadership development training programs use common metrics as examples
and don't allow students to insert their own metrics for success as defined by their organization
and dictated by needs of a local community. Although common goals and best practices can be
seen across the hospitality spectrum, such as effective communication skills, the nuances for
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implementing knowledge and skills is unique to each organization. In the end, any measure of
success must be tied directly to business results. Our hospitality leaders put this at the front and
center of their request for the HLP.

The Role of an Instructional Designer
(Return to: Planning Ahead)

Typical Roles
The purpose of this section is to describe the role of an instructional designer in a specific
context relevant to this narrative, a practitioner working for a university or college. It is not
meant to be a full review of the field from research to practice (See Reigeluth, Beatty, & Myers
2017; Reiser, 2001 for comprehensive summaries.) Most positions in instructional design at the
university level require a master’s degree. The work largely focuses on curriculum
implementation using education technology. Curriculum and content decisions flow through
subject matter experts (faculty) who have the final say in the course design. The role of a
designer is to assist faculty in creating online, hybrid, or technology-enhanced courses. As
instructional designers, we offer recommendations and best practices for design, content layout,
timing, presentation options, assessment methods, and interactions between students, content,
and the instructors with which we work (Moore, 1989).
I think it is important to emphasize the primacy of faculty in the design process. As the
subject experts in their discipline, they are the content creators. Designers are not experts in
engineering, special education, or accounting for example, they are experts in the delivery of
content and curriculum. There is a power differential that must be acknowledged. The designer
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and their expertise is always secondary to faculty design choices, even when those choices are at
odds with best practices. As important as it is to acknowledge the typical nature of the
relationship between designer and faculty, a more nuanced appraisal is warranted. Change is
taking place.
As I write this the world is still working its way through a global pandemic. I have
worked from home since our spring break in 2020. The need for instructional designers is at an
all-time high. Schools across the K-20 spectrum must meet the need to keep students at home.
Along with the seismic shift to at-home work, there are political and economic pressures altering
the relationships between instructional designers and faculty. The state in which my university
resides has an appointed Board of Governors assigned to oversee our state university system.
Over the last 5 years, new policies have encroached significantly into the online learning
environment. While the sanctity of the physical classroom has not been breached with quality
assessments, this is not the case with online classrooms. Faculty are currently under a mandate to
attend a mandatory online teaching certificate course created by the online learning units at each
university. Along with this requirement, the individual courses they teach must attain a quality
certification before it can be offered online. Both these requirements were slated to become
required by 2025, but the pandemic of 2020 has emboldened our administration to push these
requirements forward much sooner. In fact, faculty must become certified to teach online at my
university by spring 2021. It is yet to play out, but these changes are sure to have some long-term
effect on the relationships between faculty and the instructional design teams at their universities.
On a less cynical note, my department has made significant inroads by establishing
relationships with our faculty. We have made conscious efforts to professionalize our online
learning department by providing professional development, presenting at regional and national
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conferences with faculty, and doing research in online learning directly with faculty. I believe
our approach has yielded positive results. As the number of online courses has increased over
time, faculty have become more informed and experienced in online learning, fundamental
design principles, and best practices. The requests for consultation have more frequently become
focused on refinements and more advanced topics in learning design, learning activities and
assignments, as well as assessment.
The experience of my department may not be unique, but I do not believe it to be typical.
In the hundreds of meetings, conversations, and encounters with designers, both locally and
nationally, instructional designers present a different experience. Designers from other colleges
and universities have different demands, both internal and external. Faculty-to-designer ratios
and new course development based on program requirements at the various colleges can
necessitate a more production-oriented environment. Differences can also emerge from the
experience and education of the designers. Most instructional design programs focus on
technology integration with instructional design models (Reiser, 2001). This is consistent with a
review of the plans of study at the universities offering master’s degrees in my state. Presenting
an exhaustive view of instructional design education and experience goes beyond the scope of
this paper. The information is presented to offer a perspective based on my years of experience
in the field.

My Experience in Instructional Design
My experience in the field of instructional design began in 1995 when I began designing
training programs for operators taking telephone orders for a catalog. The internet was quite new,
and the high-speed transfer of data was years away. Everyone connected to the internet via
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telephone wires, so images loaded incredibly slow. I have a distinct memory of my boss asking
me if internet shopping would ever be a thing since our company was struggling to get that part
of our business off the ground. During those years our operators worked on a mainframe network
and took orders on terminals. Changes done to the ordering process required meetings with a
team of programmers rather than me jumping online and hitting an edit button. We didn’t call it
instructional design back then, but as I reflect on the work I did, that is exactly what it was.
I began working at my university seven years ago as an instructional technologist. My
main role was helping faculty transition from our old server-based learning management system
(LMS) to our new cloud-based LMS. Once the transition neared completion, I began building
online courses. Our online learning office was small and included four designers. It remains the
same size to this day. Since we are a smaller group compared to major research universities, we
wear more hats than most. Our group was not only responsible for developing online courses, but
professional development training for faculty. For two-plus years professional development was
my primary focus on the team and during my time in that role I developed over 50 training
workshops and I, along with my department, spearheaded the creation of two annual universitywide training events for faculty. One event is a day-long symposium focused on a broad topic of
interest in teaching and learning exploring larger questions. Our first guest speaker was Sir Ken
Robinson speaking on the theme, “Creating a Culture of Growth, Change, and Innovation.” The
other event is a mini-conference, hosted in fall, featuring faculty presentations to their peers on
topics of teaching and learning.
I have since transitioned toward more intensive instructional design duties. Changes in
university structure have led to other departments performing most of the professional
development duties. The transition allowed me to focus on bigger design projects like the HLP.

41

It has also allowed me to shift my focus on scholarly pursuits including publishing my master’s
thesis in a peer reviewed journal (Wilder et al., 2019) and presenting at various conferences.
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Method

Purpose
The purpose of this exposition is to reveal my experience as an embedded researcher
responsible for the curriculum development and instructional design of a non-credit program for
the university's local hospitality industry to add to the body of knowledge in instructional design
and curriculum development practice. The narrative is approached from a reflective stance using
educational criticism and connoisseurship as a foundation (Eisner, 1976; Uhrmacher et al., 2017)
via critical narrative. I present this narrative primarily from an emic (Pike, 1967) perspective. I
offer the following goals in support of fulfilling the above purpose: to tell a story through
narrative structure (Bal, 2017; Caulley, 2008; Duncan, 2004; Rosenblatt, 1998), about the
creation of a Hospitality Leadership Program (HLP), to identify critical decision points in the
process of creating the HLP, to critique existing educational paradigms for online learning and
professional development, and to demonstrate a more intellectually accessible dissertation format
(Barton, 2005) for the purpose of serving my community of practice.

Research Questions
(Return to: A Critical Reflection on My Experience)
In service to the goals listed above, my hope is to add to the knowledge base of my
profession of instructional design and curriculum development. Additionally, I endeavor to invite
a critical response to my goals and to provide a lens from which other practitioners can create
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their own meaning from my direct experience. I believe this study has value for instructional
designers and curriculum developers, universities creating public/private professional learning
opportunities, those interested in narrative learning, and as a demonstration of an alternative
dissertation method. Based on my perceived value for the investigation, I offer the following
research questions:
1. How does the format of this dissertation address the accessibility of knowledge created
for instructional design and curriculum development practitioners?
2. What evidence or experience was used to address critical decisions during the
development of the HLP?
3. What factors drove the course design and curriculum development of the HLP and how
or why did the design and development differ from current paradigms?

Narrative Selection
The primary purpose of this exposition is to undertake a critical exploration of
instructional design and curriculum development paradigms and secondarily to explore an
alternative format to the dissertation. More specifically, two distinct critiques emerged from my
experience creating the HLP. First, the focus on instrumental and procedural knowledge
acquisition through curriculum content too often takes a back seat to the student experience.
Second, my experience as a student scholar and practitioner through the dissertation process
revealed a significant deficiency in the presentation and dissemination of practical knowledge
created in the production of a professional dissertation. Both criticisms emerged throughout the
creation of the HLP while undertaking my studies as an education doctoral student.
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Just as the HLP is a multi-layered story, my participation in this narrative is multilayered. The roles I inhabit in this story are that of a learning consultant, an expert in online
course design, an emerging curriculum developer, and an active student researcher solving a
complex problem of practice (Carnegie Project on the Education Doctorate, 2019). The HLP was
designed as a professional development program for new and current hospitality managers from
the restaurant, spa, and salon industries. The narrative itself is bound by both space and time. The
space is the regional community surrounding the university, and time is marked from the first
email I received asking me to participate and ends when the HLP course opened.
The primary stakeholders for the HLP are leaders and business owners in the hospitality
industry from a broad metropolitan area of the southeastern United States. Secondary
stakeholders include the university of which I am employed as an instructional designer, an
independent academic center within the university, the learners, and myself as researcher. I am
co-creating the program along with an experienced hospitality consultant, a communications
expert, a team of additional instructional designers, and video production personnel.

Significance

External Significance
The labor market is rapidly changing. Companies in the labor market must grow to
remain competitive (Manuti, Pastore, Scardigno, Giancaspro, & Morciano, 2015). In our case,
the stakeholders from the ownership groups have identified the limited access to skilled
hospitality leaders stymies growth and their ability to innovate. Creating a new concept for a
hospitality business to these entrepreneurs is not just about serving customers, it is about concept
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and brand. They identify key skills and the knowledge they hope their general managers possess.
The stakes are high in the eyes of these businesses.
Emphasizing the role of a GM, one of the team’s hospitality leaders shared his experience
as a district manager covering several restaurants under his supervision. The business was a
steakhouse chain and he described them as being carbon copies of each other. The layout, the
square footage, the décor, the uniforms, and the napkins were exactly the same. But, he said
when he walked into each one, “they couldn’t be more different from each other.” He spoke of
GM in a particular store who was integral in the feel of the place largely due to who they hired,
and how they managed the members of their team.

Internal Significance
I submit that this narrative exploration has significance on multiple levels of evaluation.
On the surface, we have the external significance as noted above. Underneath the apparent
external significance, lies the interesting bits. I use the noun “we” in the second sentence of this
section with full intention. At this moment, you and I are conducting a transaction (Rosenblatt,
1988). I am presenting a story, and you are here, now, reading the words I intended. We are in
this together. You and I are engaged in a reciprocal transaction in which I actively am inviting
you to participate (Purkey & Novak, 2015). I’m not handing you the solution to my problem of
practice that is the creation of the HLP, the solution is yours to construct. Rosenblatt (1988)
suggests that you take a stance as you read this. My stance is firmly rooted in the ideas of
invitational rhetoric (Foss & Griffin, 1995) and invitational learning theory (Purkey & Novak,
2015). I acknowledge your agency as a reader, your intrinsic value as a human, and the endless
potential that you embody. My stance is an invitation to participate and briefly see my problem
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of practice through the lens of my experience. This stance, this invitation, is paramount and is the
internal foundation of this narrative.

Data Sources

First-Hand Account
The primary data source for this inquiry is my first-hand account as a participant in the
creation of the HLP. To support my account, I began a practice of keeping notes and journaling
both my direct experiences and my thoughts through the process of creating the HLP which
began in November 2018. Handwritten notes, or “jottings” (Emerson et al., 2011, p. 29) were
collected from various experiences and then translated into more robust and cogent thoughts in
an online document. My thoughts and experiences were generally recorded in a field notebook or
jotted within 48 hours of the event to preserve as much memory and detail as possible.
Throughout the process many informal interactions have taken place and are germane to this
study. Again, as a regular process, I have been recording my thoughts and observations in both
objective detail and subjective reflection within 48 hours of the event (Emerson et al., 2011, p.
51).
It is important to reflect on my interactions as a part of the field notes. As the reader, you
should recognize through my writing that I am part of this lived experience expressed throughout
this narrative. I will be the sole arbiter of what is important enough to remember from my
personal experiences and thoughts to transform for your vicarious experience (Wall, 2008). The
field journal resides in an online document repository which is cloud-based and password
protected via a university account. This location allows for access to my journal regardless of
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device and location. Consequently, this also acts as a back-up against data loss. The field journal
contains personal observations and references to the actual people in this narrative and are not
included here. Redaction would render the field notes unreadable in most cases.

Business Communications
Many types of business communications transpired throughout the development and
eventual delivery of the HLP. These included emails, memos, meeting agendas, and working
documents. Many of these documents are included in the Appendices. Links to specific
documents are found throughout and appear in context to the story or supporting material.
Emails are archived on the university email system and accessible only to those participating in
the email exchange and were used to support the personal account of the author.

Interviews
Protocol. Interviews were conducted with five of the main actors in Leading the Way,
including the Dean, the Director, the Communications Professor, the CPT Director and the
Instructor. These five individuals contributed the most to the creation of the HLP through both
direct (design and curriculum) and indirect (administrative and community support) action. The
purpose of the interviews is to provide an reflective review and to record personal reflections on
the creation of the HLP to gain insight for research questions 1 and 2.
I invited each of the five individuals via university email, informing each of the purpose
of the interview as a reflection on their experience creating the HLP to gather information for my
dissertation. After agreeing to participate, interviews were scheduled for mutual convenience in
one-hour blocks. The interviews were done via Microsoft Teams in both video and audio
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communication and lasted between 60 and 90 minutes. The interviews were not recorded to
preserve a more open and conversational approach. I took notes during the interview by
recording key words, ideas expressed, and specific phrases during the interview, then created a
more detailed account based on the jotted notes immediately after each interview. Interview
questions were preceded by a warm-up period and an introductory statement.
The warm-up period was simply catching up with the individual. Although the
relationships between me and the interviewees were work-related, they extended to a personal
caring about each other’s lives. From my perspective, it was good to see them again and I wanted
to know how they were doing in a more general way. I felt a reciprocal caring from each of them
as they in turn asked how I was doing. I think it is fair to say in each case, we liked each other. A
more clinical result of the warm-up was to establish a conversational tone to frame the interview.
In my experience with interviews, formal protocols prime the interviewee for cognitive accuracy.
Answers become too focused on a mental model of recalling facts instead of conveying a lived
personal experience layered with affect.
After a brief exchange, I returned focus to purpose for our discussion, to reflect on their
experience creating the HLP. I told each interviewee that I didn’t have any goal other than to
discuss their experiences. To establish a frame from which to begin, I offered each interviewee a
personal reflection of how I saw them and the role they played in creating the HLP.
Interview questions. There were four semi-structured interview questions asked in each
interview along with one follow-up. The questions were not read verbatim but paraphrased
during the course of natural conversation. Although it didn’t occur to me until I wrote these
questions, they are the same ones I have been asking myself from the moment I began working
on the HLP.
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1. How did you see your role during the creation of the HLP?
a. How do you think your role changed or evolved over time?
2. From your perspective, what drove the initial creation of the HLP?
a. Who were the key people or organizations?
3. What were the critical decision points that provided direction for the HLP?
a. What influenced or drove those decisions?
4. What did you take away or learn from the experience?
a. Is there anything you would do differently in retrospect?

Data Analysis
Stake (1995, p. 71-72) asserts that data analysis is an endeavor to create meaning with no
distinctive beginning. Meaning making for this narrative began long ago for me. The roots of my
analysis are spread across my past experiences and converging at specific points of reference.
Since I am an active participant in the creation of the HLP, and the narrator of the story, my
experiences in the various roles I inhabit are part of that analysis. The roles I inhabited during the
creation of the HLP included self-identification as an embedded scholarly practitioner,
instructional designer, and curriculum developer.
If there is a meta-narrative in this story, it would be to explore the relevance of the
dissertation to serve its purpose. In my own mind, my process of thinking, writing, teaching, and
scholarship is not to convince, cajole, or coerce. It is to take a position and then invite a
conversation. The trick is not to turn your position into an altar from which you proselytize. As a
metaphor, there aren’t any invitations to the pulpit-seeking opinions on the sermon. This is a
position I take here, and is a personal paradigm based on concepts found in invitational rhetoric
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(Foss & Griffin, 1995) and invitational theory (Purkey & Novak, 2015). It is a meta-paradigm
subject to revision based on the results of the invitation. The point of this paragraph is to make
explicit the framework from which I create relevance, rigor, and legitimacy.
The goal of data analysis, as I see it, is to provide the reader with a sense of legitimacy
and scholarly rigor for the narrative. As a scholarly practitioner, we assume a duty to provide
knowledge for our community of practice that promotes, “stewardship of the profession,” in
service to “individuals, families, organizations, and communities” (The Carnegie Project on the
Education Doctorate, 2019). Since this narrative is to fulfill the requirements for a dissertation, I
have additional responsibilities to my committee of academics.
The narrative process of storytelling is an interpretive process (Bal, 2017). Narratology
(Bal, 2017) provides a mechanical foundation for narrative structure and formation. Simmons
(2009) also provides an approach to writing as interpretation and she recommends a text by
Richardson (1994) for using writing as a method of inquiry. Those texts were useful to me as I
began exploring the process, but to understand the essence of how I approached the analysis of
my experiences it is essential to discuss Eisner’s (1976, 1994) approach to education
connoisseurship and criticism.
Much like this dissertation, Eisner (1976) took a critical stance against a normative
process. In his case, Eisner was dissatisfied with educational evaluation in the arts. The criticism
of evaluation did not suggest a replacement of existing methods, but to expand our view of
evaluation with an “enlightened eye.” Eisner’s approach to qualitative inquiry is best summed up
in how he differentiated scientific activity from artistic activity.
The distinction between symbols that possess in their form the expressive content to
which they are related and those symbols which through associative learning we relate to
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certain ideas is an extremely important one. The art symbol exemplifies the former while
the word or number exemplifies the latter. Scientific activity yields propositions so that
truth can be determined in relation to its instrumental value, a value dependent upon its
predictive or explanatory accuracy. Artistic activity creates symbolic forms which
themselves present directly idea, image, or feeling which resides within rather than
outside of the symbol. (Eisner, 1976, p. 127)
An example of how I interpret Eisner’s approach in my data analysis is through the dissertation.
The instrumental value of a dissertation in education doctorates leans toward solving complex
problems of practice, often requiring a qualitative assessment even when scientific data is
collected. Contextual data cannot be simply reduced to a number or the contextual data loses its
instrumental value. Therefore, I contend that this dissertation has instrumental value only when
evaluated through a qualitative stance. In its creation, I intentionally seek harmony and aesthetic
value as much a practical need to present a viewpoint. The form of the dissertation is as
important as the content. My analysis of the data collected should still retain the essence of a
compelling story through the art of invitational rhetoric (Foss & Griffin, 1995).

Ethical Considerations
This study is embedded in my life. It is part of my daily work as an instructional
designer, and as a student researcher. This means that I am not inhabiting someone else’s life as
part of an ethnography, I am reporting on my life and my experiences, which includes those
people who share the experience with me as we co-create the HLP program. My primary ethical
responsibility is to preserve those relationships in a way that is consistent with my own goals
within those roles. This study is not an exposé, it is a narrative.
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Reflexivity
(Return to Why Me?)
"The kinds of meanings we secure are affected by our purposes, the frames of reference
we use, and the degree of differentiation we have achieved" (Eisner, 1994, p. 36).
As I offer this statement on reflexivity, I believe it should not be needed. If I embody
reflective practice it should be self-evident throughout this exposition. I am a full and active
participant in the co-creation process. I will be open and transparent through the process as a
researcher, acknowledging that my intrinsic interest in this process is being used for my own
dissertation. These are declarative statements and they form the basis of my intentionality, but
often simple statements offer little insight. Allow me to elaborate. There are many narratives
running through this story. Yes, the story is defined and bounded by the creation of the HLP, but
I am personally invested and not casually observing.

Motives
The design and development of the HLP was assigned to me as part of my job as an
instructional designer. I have the full backing and approval of my manager and director to
embark on this journey, but work comes first. This means my primary purpose is to succeed in
my role as an instructional designer. My goals are affected by the goals of my department and its
mission to support the university center requesting our services. Reflecting on the relationship
between my work and my research I see little, if any, tension. I believe that producing both a
good program, the HLP, and a research project will be beneficial to my work and my
department.
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My personal beliefs about the value of participating in the research are front and center
in this narrative. I believe education, as an ideal, still has unexplored territory. As a society, we
have created a style of education for adults that has little variance. The system works, but not as
good as we want. The search for equity among all students entering the university is ongoing and
is evidenced by the goals and mission of the Carnegie Project on the Education Doctorate (2019).
My underlying motivation is revealed in the research questions listed above. The ideas espoused
above are my beliefs, based on evidence, and they inform my position as I move through this
narrative.
I value personal experience as a method of creating relevance to learners. We construct
knowledge through our personal interpretation and assignment of meanings through the lens of
our experience (Ambrose, Bridges, DiPietro, Lovett, & Norman, 2010, p. 13). As educators, we
can never know what prior experiences have shaped an individual learner. It is the responsibility
of program developers and content creators to design a curriculum consisting of a series of
learning experiences which invite the learner to experience the content, not just consume it.
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Results

Prelude
This really isn’t a results section. Results are what happens when your methods produce
an outcome that is observable and is largely based on what you predicted. Empirical studies
begin with a null hypothesis (no effect is predicted), researchers apply their method, and then
watch what happens. Results emerge from the application of the method, researches record what
happened, then analyze the data based on a framework, model, or theory. The outcome of this
process produces a result. In contrast to an empirical study, this scholarly investigation is a story
of what happened along the way during the creation of the HLP. The story ends when the
creation is complete, and students arrive in the online class. In other words, results are a
destination; this narrative is about the journey.
An additional point of departure of this investigation from empirical research is the role
of the researcher. Empiricists generally make every attempt to remove themselves from their
method. Their goal is to reduce bias to produce a clear picture of their results. In contrast, I am
intrinsic to this story. Without me, this story doesn’t exist. I hate the way that sentence sounds,
but it is a fact that is empirically observable. I am the instrument of this specific story. Who I am
as a researcher is a combination of accumulated experiences, both as a student of research
practice and as a professional in the practice of instructional design. The goal of this
investigation was to produce a narrative which offered a level of insight into the creation of the
55

HLP particular to my accumulated experience. I hoped by recording and reflecting deeply on my
journey to offer a perspective that added positive value to my practices, both academic and
professional. As part of my invitation for you to participate, I will let you be the judge of my
success. In the sections that follow, I will explore the three research questions posed in the
methods for this investigation.

A Critical Reflection on My Experience

The Dissertation
I begin my exploration on the first research question I proposed; How does the format of
this dissertation address the accessibility of knowledge created for instructional design and
curriculum development practitioners? I chose to begin my critique with this question because it
frames the form in which the first two questions must be answered. I also wish to explicitly
acknowledge a change in voice. The first three sections of this dissertation are written in a more
conversational tone to demonstrate a response to a criticism of the dissertation process for
professional education doctorates, which is explored below. This section on the dissertation, and
the sections that follow, are written for an academic audience. I intentionally chose two separate
approaches to voice in this document to demonstrate my assertion that knowledge produced for
practitioners should be presented in a form more conducive to the expression of the practical
knowledge.
Dissertations have frameworks from which a doctoral candidate can model their work.
The form and format at my university is tightly controlled by the Electronic Theses and
Dissertations (ETD) process, common in research universities (Barton, 2005). The style guide is
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firmly based on a typical dissertation of five chapters and is modeled after empirical research
studies. The vestiges of that model are seen here in this dissertation. Hierarchical structure, linear
reading, and citation styles dominate and oppress ideas. Based on personal communications with
our library staff and the College of Education Assistant Dean, there is room for variation,
assuming the variation meets ETD standards. The dissertation you are reading now is foray into
variation from the norm. Based on my investigation, there is no model to follow so I offer my
dissertation as an alternative example.
This dissertation is a scholarly work applying a “meta” approach. It represents a small
departure from the typical dissertation and is experimental exploration unto itself. Through many
conversations, and eventually a dissertation proposal, I have worked with my major professors
and committee to produce this dissertation. In this dissertation I have employed an altered
format, writing style, and hyperlinks allowing the reader to choose to quickly move to other
sections of this document. Rather than simply using the methods of traditional dissertations to
criticize those tools education through connoisseurship and criticism (Eisner, 1976; Uhrmacher,
et al., 2016), I am leading by example. You, the reader, are an explorer in uncharted territory.
In some ways I feel the approach was successful. I am personally more satisfied with
feeling present in the document through my voice. I feel more connected to my possible audience
which strengthens the underlying premise of my worldview in teaching, learning, and
scholarship. In each of these activities, we (human beings) should create space which include
invitations to participate which I will explore more thoroughly in subsequent sections.
A dissertation, written in an academic style, only for an academic audience, creates an
intellectual firewall which reduces its usefulness to practitioners and undermines the core values
of the education doctorate as imagined by the CPED Framework (2019). I do not propose that
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academic writing serves no value to practitioners, I believe it does provide some value. But, the
paradigm of what a dissertation is meant to do should be reexamined to allow the creation of
scholarly, practice-based research to speak in a voice that has a more direct connection to the
stewardship of the professional community in which the researcher belongs.
Additionally, I have been perennially dissatisfied with most of the dissertations I have
read, due to what I perceived as a tremendously limited experience. By limiting, I mean the form
and format of dissertations is still “colonized” by a five-chapter format written as though it were
on paper. Formatting is strict for Electronic Theses and Dissertations (ETD) and must be
submitted in a single file format, PDF. This severely limits data visualization, inhibits the
presentation of video and audio, and does not take advantage of digital technologies for the
presentation of multimodal work (Barton, 2005). Conforming to the paradigm of pen-to-paper in
a digital format is a poor simulation of the work done in instructional design. I would contend the
dissertation, in its current format, is not an ecologically valid form of assessment for a scholarly
practitioner.
Recently, I presented a paper at the USetdA 2020 10th Annual Conference on Electronic
Theses and Dissertations (Wilder, 2020) which is included in Appendix 7. In the presentation I
propose the current limits of the dissertation are effectively limiting access to knowledge,
especially in the scholarly work of the professional doctorates. In summary, my major contention
is practitioners, in general, do not consult dissertations or scholarly work to improve their
practice. Most of their information comes from others in practice or internet searches. They look
for information from peers, but not from peer-reviewed journals. In my years of experience at
my university I have encountered hundreds of instructional designers. I regularly attend and have
presented at national conferences for Quality Matters, the American Education Research
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Association, the American Psychological Association, as well as numerous regional, state, and
local gatherings. I participate in a regional instructional designer consortium as well. Like any
professional group, we talk about our work. When we present, it is practice-based knowledge
that is being produced and shared, not academic papers being presented. In this group, members
tend to share content in a form of representation they would appreciate themselves. These forms
of representation often manifest as direct models or demonstrations of what they have created.
Hirumi (2014) devoted an entire book to producing models and examples based on his
observation, “Of all the tools and techniques that I’ve prepared for class and used in
presentations and workshops on designing online and hybrid learning environments, participants
ask for examples of innovative, online, student-centered coursework more than any other
resource” (p. 1). Cases and examples are powerful tools to quickly demonstrate the essence of a
thing. Eisner discusses this at length in Cognition and Curriculum Reconsidered (Eisner, 1994)
as forms of representation.
The irony of Hirumi’s (2014) book is the examples of online learning models (forms of
representation) produced are not accurate representations of the model, but a low-fidelity
simulation in the form of images in a book. Adding another layer of irony, I read the book online
as an e-book in a digital format, which is a simulation of a book, which is a simulation of paper.
The writing style in Hirumi’s (2014) book is also voiced in a tone consistent of academic writing
and communication. It is not consistent with writing in which the goal is peer interaction. Again,
the form and format of this book mirrors the dissertation in that it does not accurately or
effectively support the audience which it is purported to serve. It is not devoid of value, but its
voice is tone-deaf towards the needs of a professional audience. I think we can do better.
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Increasingly, social media is a space in which instructional designers reach out to peers
for advice. Networks of practitioners frequent LinkedIn and Reddit to share stories and provide
assistance. As a member of this community, I feel an obligation to participate and to elevate
access to knowledge. I propose we begin to explore new avenues of reaching our professional
practices by creating more direct pathways between the knowledge created through dissertations
and the practitioners seeking that knowledge. Creating digital artifacts, like dissertations, that
effectively offer a more useful and ecologically valid form of representation through digital
media spaces is a start.

Why a Digital Dissertation?
Technology in its simplest terms is nothing but the means to extend human capability.
We humans can drink water easily from our hands, but a simple vessel to hold that water extends
our ability to explore. We can take the water with us. Dissertations are nothing but an extension
of thought transmitted through symbols. At present, we largely limit our ability to express
thought except through the symbols of language and the infrequent image, chart, or graph. These
limitations are further imposed by a single piece of software and the ancient print paradigm
(Barton, 2005) we hold so dear, impede our ability to innovate and to conceive of what is
possible. I hear the echo of Kuhn's (2012) voice declaring that "normal science" lives.
Sometimes we experience a convergence of serendipity and effort. In those singularities
we can experience great opportunity. When I decided to go to graduate school in my sophomore
year, I began asking every professor I had what graduate school was like, and how I should
prepare. The serendipity came in the form of finding myself in front of professors who were
eager to share and generous with their time. These conversations were the first time I began to
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get a glimpse of the dissertation process and I began to hear, what is now a common refrain. To
my eager ears I heard a chorus warning me that the best dissertation is one finished. Along with
that advice came something more practical, do research now, don't wait.
I was lucky in many ways. My alma matter was the size of a regional campus with
around 150 full-time faculty, less than 5,000 students, and no doctoral programs. As a result, my
willingness to work outside of class paid off by gaining an auxiliary education that turned out to
be invaluable. With no competition from graduate students, I jumped right in to help anyone I
could with their research. The very first project I worked on was compiling data from a survey
that had been administered over several years to preservice elementary teachers in their one class
on the pedagogy of science. This project evolved into my master's thesis and was eventually
published in the Journal of Science Teacher Education (Wilder et al., 2019). Throughout the
writing of my thesis the familiar warnings rang in my ears, don't question the process, just finish.
My purpose in sharing this experience is that I am not, what I would consider, a typical
student in an education doctorate program. My experience is that of an outlier and I had a
considerable head start in understanding how to be a researcher. Few in my doctoral cohort had
ever had any formal training on research methods, let alone work in a lab producing research. So,
the chorus of voices exhorting me to “just finish your dissertation” grew as I joined the ranks of
doctoral students.
I didn't question my assumptions about the dissertation much at first. After writing a fully
realized thesis heading to publication, I thought it was a river already crossed. But as I began to
unencumber myself from the positivist traditions employed in my thesis, I started to question the
assumptions I held about the structures of doctoral knowledge and how it is disseminated. My
doctoral program is based on the Carnegie Project on the Education Doctorate (CPED) (2019).
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The CPED framework is based on 6 principles which I began to incorporate into my own
epistemology. The Professional Doctorate in education:
1. Is framed around questions of equity, ethics, and social justice to bring about
solutions to complex problems of practice.
2. Prepares leaders who can construct and apply knowledge to make a positive
difference in the lives of individuals, families, organizations, and communities.
3. Provides opportunities for candidates to develop and demonstrate collaboration and
communication skills to work with diverse communities and to build partnerships.
4. Provides field-based opportunities to analyze problems of practice and use multiple
frames to develop meaningful solutions.
5. Is grounded in and develops a professional knowledge base that integrates both
practical and research knowledge, that links theory with systemic and systematic
inquiry.
6. Emphasizes the generation, transformation, and use of professional knowledge and
practice. (CPED, 2019)

These principles are more than guidelines. They embrace a broader view of the
researcher's role and their connection to the knowledge they create. The principles place the onus
on the researcher to move their practice forward by approaching complex problems through
systematic inquiry. As these ideas took root, my research took on new meaning. No more was I
the innocent and unbiased researcher searching for ultimate truth. I realized that applied research
in practice did not remove the researcher, but fully acknowledged the researcher's presence in the
process. Transparency became the goal, not invisibility.
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As my cohort progressed toward its inevitable moment of truth to produce a problem of
practice and their accompanying research questions, the tensions rose in our conversations and
questions about the dissertation process. With what I believe were the best of intentions, our
faculty almost unanimously started the chorus I previously heard as a sophomore, "don't stress so
much, the only people who will ever read your dissertation is your committee," or "the only good
dissertation is a done dissertation." Each time I heard these kinds of comments I couldn't help but
ask myself, "why?" Why is a writing dissertation something to be survived? My interpretation of
this sage advice was always taken with the best of intentions. Many doctoral students in the field
of education have never done research before and they have a tendency to think a dissertation
should be their magnum opus. The magnitude of one's dissertation research rarely reaches those
heights, but is there not some middle ground to be found? If producing good, practice-based
research which improves the researcher's community and aspires toward social justice, how are
we to be inspired if all we hear is just get it done?
When I began to reflect on this, a few things became painfully obvious. Doctoral students
are quite constrained for time, and time is the enemy. Dissertations are things to be completed
within a timeframe. Field research can go on as long as it needs and we cannot move on to those
lofty goals without graduating, which means a done dissertation. More time isn't the solution
either. Too much time can erode confidence and invite doubt. It seems a rite of passage to
encounter feelings of inadequacy writing a dissertation. I certainly experienced those feelings
writing my thesis.
At some point, almost every doctoral student reflects and asks themselves, "why am I
doing this?" I think Eisner (2001) put it best in describing his doctoral students. He said, "Do you
know what’s the biggest problem that Stanford students have in the course of their doctoral
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work? It is not getting good grades in courses; they all get good grades in courses. Their biggest
obstacle is in framing a dissertation problem." So the problem of thinking like a scholar and
researcher is part of our educational journey, and contributes mightily to the doubt and
uncertainly that most all doctoral students experience.
Along with self-imposed pressure and doubt, students are exposed to the norms our
programs create in the cause of efficiency and performance. Necessary norms perhaps, but in the
process we succumb to getting the dissertation done rather than exploring how the dissertation is
situated to help us achieve our goals, and to attain the goals of the CPED. So then, what of the
outlier? We all know that diversity of thought and deviation aren't inherently bad. Although there
always seems to be someone pushing for norms and creating the "best" education, the
counterbalance pushes for outliers to improve the mean. Noddings (1983) railed against the
Paideia Proposal from which Adler (1982) proposed "the best education for the best of us is not
unknown." Noddings' scathing assessment was a direct assault on Adler's proposal as she
systematically provided a counterpoint promoting a more diverse and student-centered
experience. I recognize that the Paideia Proposal was intended for a K-12 curriculum, but are we
not subject to the same hubristic traps in higher education? The dissertation is a rite of passage,
but how can we encourage the outliers to be innovative when dissertations are so bound by
tradition.
The dissertation, as it is commonly presented for submission, is constrained by a long
history that holds little value in a modern world. Barton, in his 2005 dissertation took this topic
head on. The first of his arguments is still relevant 15 years later. Barton asserts the dissertation
is limited by a "print paradigm." The print paradigm is defined as, "the implicit and explicit
assumptions, derived ultimately from print technology and print culture, that are always in the
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background of any scholarly discussion of scholarship (Barton, 2005, p. 12)." The electronic
version of the print paradigm is also alive and well. The format and nature of a dissertation, and
most all forms of scholarly publication, are shaped like a typical 8.5" x 11" piece of paper. We
also have willingly given our scholarly souls over to the limitations of a single program to create
the dissertation, Microsoft Word. While there are certainly alternatives to Word, the file format
created by a Word document is still the de facto format for all dissertations. The Word document
is then transformed into the current day version of the portable document format or PDF
produced by Adobe Acrobat. Why? With a short amount of reflection, one can find logical
arguments for the current state of digital writing and the presentation of dissertations, but they
need not constrain what is possible. A full historical perspective on the dissertation exceeds the
needs of this paper. For a full account, Barton's (2005) dissertation arguments still ring true
today. If you do visit Barton's dissertation, I hope you won't miss the irony that his dissertation is
fully constrained by the print paradigm he argues against. Our history defines and constrains us
in many ways.
The limitations of Word and Acrobat limit what is possible to present as knowledge, in
fact it could be argued that certain forms knowledge cannot be presented at all when constrained
by a print paradigm. One classic example taking a comprehensive look at the many forms of
knowledge is the Eighty-fourth Yearbook of the National Society for the Study of Education
which devoted its pages to Learning and Teaching the Ways of Knowing (1985). Its chapters
explore ways of knowing that are seldom confined to the print paradigm in everyday human
experience and exploration. Aesthetics, intuition and intellect, practical knowledge, and
narratives all inhabit our world and express themselves through our senses. Extending the idea of
learning and knowing through our senses, Eisner (1994) devoted an entire chapter in Cognition
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and Curriculum Reconsidered to human sense perception in the process of concept formation. If
our goals are as lofty as those proposed by the CPED, how do we accomplish them when the
major artifact of the student experience, the dissertation, is so limited in its method of conveying
knowledge?
I propose that the academic community must revisit the idea of a dissertation in all its
aspects and purposes. We in the academy spend so much time pointing the lens outward toward
education and so little time critiquing the traditions embedded in a time long gone by, like the
dissertation process. Metacognitive challenges to the nature of a dissertation are not commonly
discussed. As a doctoral student, we spend little time pointing our intellect directly at the concept
of a dissertation and challenging its purposes to the extent that we may innovate, uncover and
expose the many ways of knowing, and in turn create a more equitable experience for the
professional communities our inquiries are meant to serve. While we constantly have
conversations about what is to be learned, we often completely ignore the idea that the delivery
of the content should be explored and exploited.
The typical ETD (electronic thesis and dissertation) department devotes almost the
entirety of its resources to formatting a Word document for it to be adequately transformed into
an Adobe PDF for archiving. Yet, we currently have the means within our reach to open our
dissertations to the broader digital domain. One university that fully employs the idea of a digital
dissertation is the Graduate Center, City University of New York (CUNY). There are also
models of digital dissertations that have successfully navigated the transition to a fully digital
experience. Visconti (2015) created a web-based dissertation work called Infinite Ulysses where
she tracked user experiences as they formed a community around the reading of Ulysses.
Merandy (2019) likewise created a digital dissertation conceived as a mobile video game on the
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life and history of Walt Whitman. Although these examples take the concept of a digital
dissertation to an entirely new experience, we don't need to travel so far afield to open the
dissertation experience to reach new audiences and make them more accessible as resources of
information beyond academia.
I do not court the idea that dissertations, in their current form, are abhorrent, far from it.
Nor do I seek to abolish the print paradigm. Any technology is a tool for human endeavor. The
dissertation within its print paradigm has proven itself to be a quite powerful tool producing
fantastic results. What I do assert is that the academy begins to expand the idea of what a
dissertation is, and could be, when it is released from the common print paradigm. This portfolio
of work is one very minor shift in the print paradigm. My medium is the deeply engrained
symbols of written language, albeit in a digital format which is merely an extension of the print
paradigm. But it does speak to increased access and explores the ideas of how the written word
can be used to reach a broader audience.
The equity of knowledge is not merely about access but about the assumptions we make
of our readers. For the most part, dissertations have traditionally been meant for other academics.
When the dissertation first came into use, the number of people who had the education to read
was much lower than it is today. The democratization of knowledge is increasing each day due to
the internet and the number of people with access to it. Assuming that only academics may
benefit from the knowledge produced in the academy is quite the opposite of goals of equity, and
the principles of the CPED. The process has certainly contributed to the layperson's common
ideas of the "ivory tower" the academy lives in, devoid of meaningful connection to the "real
world."
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A digital dissertation serves as an example of a layered narrative approach. The main
story is the creation of the HLP found in Leading the Way. It is written in an accessible voice
targeting an audience of my professional peers in university service and the instructional design
field. The layers of information supplied in the Appendices, serve as the academic backbone to
support the rigor of inquiry behind Leading the Way. It largely removes the jargon, references,
and academic voice that can be difficult to read, or are just downright unenjoyable. Reading
dissertations can create enormous cognitive load when readers are constantly reaching for
meaning that has become second nature to academics reading the work of other academics
(Barton, 2005).
In summary, dissertations need not always be five-chapter monologues laden with
academic language and meant for an elite group of scholars. This is especially true for
professional doctorates like the education doctorate championed by the CPED. Dissertations
should not be "best when done," but best when done right. The work of student scholars should
be shared and celebrated not as mere rites of passage, but an experience to be savored. An
experience which reinforces the concept that we are producing scholarly inquiries designed to
improve our professions and our communities of practice with a focus on equity and social
justice.

Critical Decision Points
This section addresses research question 2; What evidence or experience was used to
address critical decisions during the development of the HLP? When I accepted the role of
designer for the HLP I had only a vague idea what it would become. I did not know it would be
the subject of this dissertation when I first began, as I had already selected another topic and had
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mostly prepared the literature review. As is often the case, one meeting can change everything.
In January 2019, three months after taking on the HLP, a meeting with the chair of our
department led me in a new direction. In retrospect, the first critical decision in the creation of
the HLP was to use it as the subject for my dissertation. It altered my view of how I would
proceed in two ways, control and cognitive presence. The meeting with my department chair was
not the first time I had to change dissertation topics. Upon entering my doctoral studies, I had
mapped out a clear path of discovery in my role as the professional development coordinator for
online learning. After learning that I was needed for more direct design work, I felt concentrating
on professional development in my studies wouldn’t be as productive. It is more difficult to work
on a problem of practice when it is no longer your practice. Having my dissertation topic
thwarted twice was not going to happen again. The HLP offered me the ability to solve a
complex problem of practice in which the outcome did not matter. Once the university
committed to its creation, I could commit to making it the focus of my scholarly investigation.

Working Implications
After I made the decision to use the HLP as the subject of my dissertation I quickly began
to consider the implications for my work, both in my practice and in my scholarship. I wondered
about the ethical considerations first. How would it affect my co-workers and how might it affect
those working on the HLP? I needed to be transparent to everyone it might affect. I decided,
although my dissertation was important, work must come first. My access to the HLP was
directly connected to my role as an instructional designer at the university, and I needed to honor
that role. I sought and received permission to proceed from my manager, my director, and the
dean overseeing our department. Then I received permission from those involved with the HLP,
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the Dean and the Director. I made it a point to be transparent throughout the process. I cannot
count how many times I inserted this fact into a meeting or conversation while working on the
HLP. It even got to the point that the Director would mention it when introducing me. I thought
it was important to maintain the integrity of the relationships I was forging during the creation of
the HLP. My declarations of scholarly intentions were more than announcements. When the
work of building the program intersected, I discussed my research and invited questions.
Being an active participant researcher can be complicated to navigate. Throughout the
creation of the HLP I was taking doctoral courses and evaluating my approach to scholarship and
work in tandem. Naturally my perspectives evolved as I learned, reflected, and lived my own
experience. For me, it required a mental organization technique based on framing (Tversky &
Kahneman, 1981). I first learned of the concept through my undergraduate studies in psychology
and it provided an elegant way for me to form an internal compass for making decisions.
Although the work of Tversky and Kahneman (1981) focused on risk evaluation, the concept of
rhetorical framing has been examined since the 1940’s at least (Rugg, 1941). The basic premise
of framing is to set rule-based schema from which you can anchor decisions. (If you are a Star
Trek fan, think of the prime directive.) It is a touchstone from which I could remember what was
most important as I worked on the HLP as a working participant-scholar. In the beginning, my
touchstone was that work came first, but I grew to realize my allegiance was less about the
university or my department, it was really about the people.
Working with a group of people for a common purpose can create social bonds (Bandura,
1977; Chang et al., 2019) and that was certainly happening with the HLP. The relationships
forged with each of the characters in the story of the HLP were different, but significant enough
for me to feel a strong sense of duty and reciprocity toward each of them. There is no doubt my
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retelling of this story and the critique I offer are affected by my framing. The criticisms I offer in
this dissertation are not based on individual actions nor are they centered in an appraisal of the
moral character of my co-creators. My criticisms are focused on the basic resistance to change
human beings often employ in favor of comfortable modes of thinking and ways of doing.

Pressures on the Program
The HLP had its share of environmental pressures that played a critical role in its
creation. Some of these pressures were felt by me, but they were not apparent and explicit.
Although I had suspicions, many of these pressures where hidden during the creation of the
program and were only revealed in the interviews conducted with the main characters involved
in creating the HLP. The Dean revealed a strong sense of urgency he felt in working with the
business community. In his words, “they didn’t move like the university.” Our community
leaders were committing to the program, but the Dean felt we had to produce something concrete
to keep the leaders engaged. He discussed his experience with the brewing program as a model
to move forward.
The brewing program is successful. It has continuously been a self-sustained venture that
has had an impact in the brewing community. The program boasts quite a few graduates who can
directly contribute their successes to the content and connections they made while attending. The
Dean discussed how his experiences shaped his early approaches to the HLP. Part of the Dean’s
need for speed with the HLP stemmed from his communication with the brewing industry. When
you had their attention he said, “they would be fully engaged.” However, if specific milestones
were not identified and nurtured via communication, the leaders would seem to “forget
everything we had talked about 3 weeks before.” This is certainly a critical lesson for those
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planning public/private partnerships. Create timelines, assign roles and duties, then nurture them
with effective communication or you can lose momentum and focus. The Dean handled this very
well in my opinion and he managed the unique relationships he built with our hospitality leaders.
Another way in which the brewing program model helped the HLP maintain momentum
was the infrastructure that was built. The Dean told me how difficult it was to get the initial
funding set aside for the brewing program’s development. In a way, he got lucky. Our university
was under what seemed a constant state of flux at the highest levels of administration. The initial
buy-in came because a local brewery built a quality assurance laboratory in which some of our
chemistry students served as interns. The lab was supervised by one of our university’s
chemistry professors, so there was a direct academic benefit. It didn’t hurt that our chemistry
professor liked beer and agreed to be the first director of the brewing program. His enlistment
provided a legitimacy along with another university professor whose anthropological work in
Africa included a history of beer making. The initial approval for the brewing program rested in
the legitimacy of the curriculum being taught by PhDs. Once the curriculum was established and
blessings given, then money became the issue.
Our sister campus had a department for corporate and professional training created
specifically to provide professional training to the business community. Most of the courses they
offer consist of continuing education credits and professional certifications in human resources
and project management frameworks. As mentioned earlier in Leading the Way, the Dean and
the CPT Director laid the foundational financial process for the brewing program to function.
This process provided a ready-made model for the HLP to obtain the initial funds for
development and eventual launch. The success of the brewing program running continuously for
several years paved the way for the HLP to move forward with little resistance.
72

As you can see, the Dean did a lot of work behind the scenes making the HLP possible
and dealing with the pressure of urgency and creating a financial foundation. His big takeaway in
our interview for anyone considering this kind of public university/private industry partnership
was to create academic legitimacy in the program and to create a financial model that sustains
the program. One more thing I noticed about the Dean was that he wasn’t afraid to let other
people do their work. He never micromanaged those early meetings and allowed the team to find
their footing. I did not really understand the importance of his work behind the scenes until he
had to step away. The evidence for his effectiveness became apparent after he was no longer
connected with the HLP.
The Dean spent 10 years in his role leading the college of arts and sciences (CAS) but
was transitioning out of that role early in HLP development. During this time, he became the
executive director of two independently funded centers at the university whose academic home
was in a state of flux. One was the university’s endowed leadership center, under which the HLP
would be managed. The other was a grant-funded organization that had goals of engaging the
community to answer larger issues like sustainability, the future of the city as an urban center,
and innovative education initiatives in K-12. Simultaneously, our university began the process of
merging with two other independently accredited sister campuses into branch campuses under a
single accreditation called consolidation. Although consolidation was two-plus years away when
the HLP began it had early effects on our program and the Dean’s active role.
Consolidation would bring about changes at our college levels and our centers were
determined to need an academic home to meet accreditation requirements. The decision was
made to move our leadership center under the business school to align with the other branch
campuses. This decision, while necessary, meant the executive director position became non73

essential. In spring 2019 the Dean fell back to his role of professor and suddenly found he
needed to prepare his courses for teaching in summer. He expressed regret in our interview that
he couldn’t stay involved on some level. His duties as a full professor took precedence and he
stepped back. The vacuum from the Dean’s loss wasn’t immediately noticed by me. During my
interviews with the Director and the CPT Director they conveyed a much more immediate sense
of loss when he stepped away.
“I tell ya Otis, I can’t remember ever being more upset about something at this
university.” The CPT Director was animated as he shared his reaction to the Dean being asked to
step away from his role at the head of our leadership center. In our interview, the CPT Director
expressed dismay at the Dean’s departure. Although he accepted the university’s choice to
remove the Dean as a necessity, he believed the action had consequences for the future of the
HLP. He saw the Dean as the glue that connected the university to the business community. The
Dean didn’t just fill his role, he was good at it.
The CPT Director discussed how his role changed over time and how he became more
invested in the HLP. At first, he was just brought in as a consultant, a second pair of eyes. As the
program development moved forward, he saw the need for the HLP and the level of commitment
from the hospitality leaders. He also saw that we had a funding shortage. Even with the financial
framework provided by the creation of the brewing program in place, the HLP needed money
and the CPT Director could invest in the program almost as a venture capitalist. In return he said
he, “just wanted a seat at the table.”
I saw the CPT Director’s role as integral to the success of the HLP. He was more than a
financial backer, he was a moderated voice of reason. I found through our interview that his
influence was greater than I had previously imagined. The educational programs offered by the
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office for corporate and professional training were fully owned by the university and controlled
by the CPT Director. This was divergent from the brewing program where the ownership of the
content was completely controlled by the individual instructors. If an instructor left the brewing
program, they took their content with them and the new instructor would have to recreate the
content in their own image. The CPT program was exactly the opposite. Content and curriculum
were owned by the university and they simply hired instructors as work-for-hire professionals.
The CPT Director pushed behind the scenes for this model more than I had realized.
The only time I saw this was during a meeting of the learning team where I sensed a
desire to make the program fully asynchronous and fully online, which I opposed. The CPT
Director and I were sparring a bit about our different perspectives. He recalled the discussion in
our interview and said, “I will never forget that moment. You looked directly at me and said, ‘is
this program being designed to make money? Is it supposed to be a profit center?’ At that
moment I realized we were on different pages.” As discussed later in this document, the
curriculum and content being created for the HLP were faculty dependent. Although I fully
appreciated the need for the HLP to be financially sustainable, serving the community was
primary in my mind because that community would be the source of our student learners.
The CPT Director said he realized after this conversation that we had gone too far away
from his department’s model and acknowledged the HLP would be something different. This
was indeed a critical moment in our program’s evolution. After that meeting I remember jotting
down notes about it and wondering where that conversation came from. I knew I was being
transparent about our curriculum process and I was surprised, incredulous even, at the idea of
creating a curriculum that any random hospitality instructor could teach. Looking back this was
an important moment because the tension that was building from different program paradigms
75

dissipated almost entirely. All of us on the learning team resolved to build the program as
proposed and to address the need for an alternative form of the HLP after the initial launch.

Course Design and Development
In this section, and those that follow, I begin to address research question 3; what factors
drove the course design and curriculum development of the HLP and how or why did the design
and development differ from current paradigms? Critical decisions about course design begin to
take precedence and are intertwined with the pressures on the program as mentioned above.
Once the fundamental concept of how the content would be delivered was agreed upon, the HLP
content began to really take shape. Before we get to that point in the story, I think it is important
to rewind a bit and look at some critical junctures prior to this meeting.
As discussed in Leading the Way, the curriculum for the HLP was initially driven by the
needs assessment and its key insights. The Consultant was entirely responsible for the needs
assessment and I had no input on her work at all, including its scope. Shortly after the needs
assessment was presented by the Consultant, she produced a spreadsheet outlining learning
modules and roles for those involved in the HLP to take part. This was my first indication the
brewing program paradigm would become a cognitive anchor that would need to be hoisted. The
Communications Professor (CP) would echo this sentiment in our interview. As we discussed the
early development of the HLP, we both recalled it took four solid months of discussions before
we could move on from the brewing program’s model of instruction. Remember, the Dean was
thinking about momentum. We had a room full of successful business leaders from our
hospitality community sitting at the same table. If we used the brewing program model,
everything would be plug-and-play, no need to reinvent the wheel.
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Establishing My Role. After making a full commitment to the HLP as a designer and
scholarly researcher, I felt it was time to assert my position as the designer. Remember that
spreadsheet I mentioned earlier from the Consultant? It was overwhelming to say the least. The
grid was populated by the Consultant with the names of our participants and leaders from the
hospitality community to fill roles in Module Design, Guest Expert, and Mentor. Another row on
the spreadsheet was effectively a pre-filled sign-up sheet for people she thought would be a good
fit to teach each module. Not a single person from the university was on the list. The individual
learning modules were populated from her needs assessment, which wasn’t a bad start to a
curriculum conversation, but we certainly weren’t at the point of asking the busy owners of these
businesses to design learning modules. I suggested via email to the university learning team that
we meet to discuss the matter further.
The process of unwinding the concepts presented on this spreadsheet took time. The CP
recalled these meetings with me and we both remembered how much effort it took to allow for a
different way of thinking. Although the needs assessment produced valuable information, her
analysis lacked the understanding of what the program design would become if we build exactly
what she presented. Once the university learning team and the hospitality leaders were asked
probing questions, the reality began to set in that we needed to pare down the content to a core
set of learning ideals. For example, the learning module they proposed on finance we estimated
would take six weeks to complete. The finance module was one of seven and determined to be
6th on the order of importance.
To paraphrase the CP from our interview, he thought each of our hospitality leaders had a
lived experience in which they each brought their own problems to bear for the HLP to solve.
The total of which was a program that would take a year to complete, at a minimum (see
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Appendix 2: DRAFT Hospitality Leadership Certificate Outline). Each of them also had
different ideas on how to solve their problems creating quite a bit of variance in curriculum
focus. The real breakthrough came when I started talking about time away from work for their
students to focus on the program. In one of the last curriculum concept meetings we had with the
hospitality leaders, I asked if they intended to give their candidate students paid time off to work
specifically on the program. The answer was a resounding no. Collectively, they each thought
the investment of sending them to the program without tuition was a reward for the individual. In
return, the student GM would have to find time to work on the program outside of work. This led
to the question, how much time did they think was reasonable for their student GMs to spend in
the online classroom, was 10 hours a week acceptable? Again, a large round of no. That was too
much time. As a group, they settled on 5 hours extra. I told them if they wanted us to cover all
the material produced by the needs assessment it would take 2 years for their student GMs to
complete. No sooner than the words left my mouth, everyone of them was shaking their heads. It
finally became apparent a curriculum reevaluation was in order and, they weren’t the ones to do
it.
At this point, each of our hospitality leaders looked to the university to guide the
curriculum development process. This was also the point at which we planted the seed that
multiple instructors, as suggested through that spreadsheet, was not optimal. Each leader agreed
that our hospitality consultant, who became the eventual Instructor, would work with me on the
curriculum outline and we would present our new program proposal via email. This was a major
hurdle in the evolution in the HLP, but a hurdle that was external to the university learning team.
Internally we had other issues blocking the progress of the program.
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The Instructor and I began revamping the curriculum and the first thing we discussed was
the time limitation. Our working parameters for the whole thing would be 5 hours per week of
in-class time that must be completed in 16 weeks maximum. Four months turned out to be the
sweet spot in the eyes of our hospitality leaders. Now we had to get the most out of a curriculum
that if fully implemented would take two years. We decided that 5 hours of instruction was
inadequate to accomplish anything meaningful by itself and worked to address that issue first.
The Instructor and I had already spent a fair amount of time working and getting to know each
other. In his consulting work, the Instructor was mainly a coach. Most of his clients were owners
of small restaurant groups (2-6 stores) and sole proprietors. I recalled how he explained his
process of building relationships and kinds of questions he asked his clients. In general, his
meetings would last and hour or two, it was all the time his clients could spare. In those meetings
he would discuss a strategy to address their most pressing issue and give them homework. He
was comfortable with this approach and so I began to think of ways in which we could map it
onto the HLP.
As discussed above in Common Failures, one of the largest problems with training
program success is follow-up and support (Beer et al., 2016; Leskiw & Singh, 2007). The
Instructor and I shared a few common concerns regarding the program related to the follow-up
issue. We didn’t want the owners sending their GMs to the HLP thinking it would “fix” them or
magically make them a better GM. While the following analogy may be coarse, it is apropos of
the issue of leadership training programs.
This same issue is a big problem with dog training. I began training and showing dogs
when I was 9. I have been doing it for a while and there is one consistent issue when you train
someone else’s dog. The dogs obey me long before they obey their owner. The way I explain it
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to an owner is, when you the human understand how to communicate with your dog, they are
more than happy to do what you ask. It isn’t that the dog doesn’t understand you, you don’t
understand the dog. Most of the training is with the owner, not the dog.
There could be no worse outcome for the HLP than for an owner to send a GM to the
program without the full authority and backing of the owner to make change. GMs would need
to work with the owner to prioritize organizational goals and determine how to implement the
changes to meet the needs of that specific business. All the leadership theory in the world won’t
help a GM if the owner isn’t onboard. The instructor and I decided the only prerequisite
requirement for entering the HLP would be the student have the ability and authority to
implement course concepts.
A meeting took place in late March of 2019 with the university learning team and many
of our hospitality leaders. One of the topics for this meeting was scaling the HLP. The Dean and
Director began broaching the topic of a fully online program and they balked at the idea of
creating specific meetings where the instructor, owner, and their student GM would meet to
discuss progress. We had barely begun to finalize an outline at this point and had just recently
decided to develop the program around a single instructor. The conversation around scaling
concerned me but I did not feel it was appropriate to bring up during the meeting. I thought it
important to discuss this only with the university learning team to present a more united front to
our hospitality community. After the meeting I sent an email to the Dean and the Director and
briefly outlined my concerns. I presented my views regarding the need for support of the
organizational leaders and attached an article in the Harvard Business Review (Beer et al., 2016)
titled Why leadership training fails—and what to do about it. I hoped an appeal to reason,
including good direct evidence would provide some momentum for the direction the Instructor
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and I were heading. The information was well received, and the Instructor and I were quite
relieved to see our work and diligent preparation were paying dividends.
One last major decision point for the HLP surrounded the concept of learning objectives.
Instructional designers are trained, even indoctrinated, in the creation and use of learning
objectives. When we assist faculty in the creation of courses, one of the major focuses for quality
assessment is the alignment of course objectives with course content, activities, and assessment
with measurable and observable learning objectives (MarylandOnline, 2018). Objectives are
embedded in a majority of models used by designers (Beatty et al., 2017; Keller, 2010; Principles
et al., 2010; Reiser, 2001) along with a ubiquitous use of Bloom’s (1956) taxonomy of action
verbs. I was part of this unquestioning belief in empirical goals tailor-made for evaluation until I
began my studies on curriculum development. I had the good fortune to have an instructor of
renown in curriculum circles and he provided me with the material which began a revealing
journey.
I learned of John Dewey during my master’s work on the literature review for my thesis.
Until that point, I had only known him through my use of his card catalog system embedded in
every library I had ever visited until computer searches change search forever. I knew that
Dewey (1938) was a champion of student experience but my review of his work did not go much
past a cursory understanding. My curriculum studies began as the HLP development was firmly
underway in the fall of 2019. As I read the works of Eisner (1976, 1994), Bruner (1977), Tyler
(2013), Noddings (1995), and Duckworth (2006) I felt as though I found an intellectual home.
The thoughtful approaches to education as an endeavor created meaning for me beyond my
simplistic ideas of objectives and the student experience. It is hard to say how these works
affected me, I only know I feel like I see the work of education with very new eyes.
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Prior to beginning this journey, I began to experience a level of dissatisfaction with
certain aspects of my online course, Psychology of Learning. I had been teaching as an adjunct at
our university for a couple of years. I developed my own courses using the instructional
principles I had learned in my master’s program and while I was mostly satisfied there were
aspects of assessment with which I began to become uncomfortable. I designed the course to be
writing intensive. I wanted the students to reflect on their own learning process through the lens
of the course topics. This, of course, is a qualitative approach. I offered no tests because I wanted
the students to have a more personal experience. The idea for this type of course came to me by
reflecting on my own experience as an undergraduate student.
I took quite a few courses as part of my liberal arts degree in psychology that were
outside my major like every liberal arts student does. Art History and Oceanography were two of
my favorites to experience, but both of them had the most terrible assessments in my view. Both
required obscene amounts of content memorization. Dates, epochs, scientific terminology, and
random facts filled numerous flash cards. I got A grades in both classes but it wasn’t very long
until I began to loose those details. After a full semester had passed, I realized I would likely get
a C on those exams if I had to take them again. I was determined to make my course, populated
by senior psychology majors, a course to remember. Students gave mostly positive feedback, but
there were lessons to be learned. I found that when breaking normative structures in course
design, the instructor should take a larger role in preparing and guiding students how to have the
experience. Experience is a double-edged sword, they are worth having, but they anchor you to
expectations. Change requires patience and a willingness to respect the paradigms and schemas
locked in place from prior experience. The most fundamental element of learning is change.
Whether a dissertation, or an online course someone must take up the mantle and lead the way.
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This idea of experience began to blossom as I read my curriculum studies. One specific
passage by Eisner (1976) stands out to illustrate my own internal change in learning objectives.
In his critique of a scientific approach to learning, Eisner pointed out how the goal to find laws
with which we can generalize (like standardized testing) seeks a normative reductive experience
so the experience can be replicated across conditions. Additionally, Eisner suggests a primary
focus on achievement tends to create future-focused objectives that are always out of reach. It is
as though the learner is constantly chasing the end of the rainbow and never having the
opportunity to stand back and enjoy the ephemeral experience. To me, these are the things worth
remembering. I have vivid memories of my worldview changing in my Art History course which
stays with me forever. In a manner of speaking, the experience has become part of my origin
story as a scholar.
As I experienced this personal renaissance, I brought the insights to the HLP. We were
tasked with creating a meaningful experience that would last a lifetime for a GM in 5 hours or
less over 16 weeks. In many ways, we had no choice but to focus on the experience of the
students. Fortunately, the Instructor’s coaching model could be adapted. Rather than create
specific learning outcomes or objectives that were normative to all students, we decided to create
activities conducive to each learner creating their own outcomes in tandem with their sponsoring
owner. In order to honor my Instructor’s transition from coach to instructor, I developed a
concept which I called Know, Do, Show.
For any given topic, the instructor was to think of what the learner needed to know first.
In order to move toward their goals, what was it the learners needed to know? Once that was
identified, we moved toward doing. What activities could the learners do in their normal course
of work to implement what they just learned about achieving their goals? Our instructor was full
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of ideas he banked over time helping clients achieve small wins. The goals we had were to
produce good habits resulting in lasting change. In our instructor’s experience this happened in
incremental steps. Remember, our learners often worked 65-70 hours a week. That would not
change during their HLP experience. Next and last, what would the learners show the instructor
to demonstrate progress toward their goals? In other words, assessment. Here the instructor and I
designed opportunities to provide feedback through their show. Some assignments were of a
more general nature and were shared with the entire class. This leveraged the power of informal
learning and allowed for a scaled form of feedback. The instructor would record a video response
to the entire class at the end of these assignments giving feedback in broader strokes about the
themes and patterns he saw in the students’ work. Additional assignments were designed around
each student’s specific goals where personalized feedback could be given. At regular intervals
the sponsoring owner would become part of the feedback session to ensure the student GM had
the autonomy and authority to implement changes.
This approach had the additional benefit of alleviating a fear expressed by some of the
owners. They were concerned if they invested the money to send their GMs to the HLP, the GMs
would then move on to greener pastures. To take the knowledge and run so to speak. The first
assignments we designed focused on creating business goals in tandem with the needs of the
GM’s business. This served the dual purpose of involving the sponsoring owner as well as
demonstrating the business would attain value for the experience even if the student GM left
their employ.
The know, do, show approach worked well for the Instructor. It used language that didn’t
sound like “professor talk,” as he would often accuse me of doing, and it made perfect sense as a
bridge to his existing experience. I hope, dear reader, that you are gleaning a pattern here. I am
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hoping that through knowing my experience you can emerge with an experience of your own. As
we have done with the HLP, so I do here. It is a “meta” approach intended to invite you into the
narrative. Although I am certainly taking stances in the narrative, I don’t say what should be
done in the future. The scientific objective of Eisner’s ire is not present here. The quality of the
experience is yours to experience and I hope that it helped in achieving the goals you had when
you chose to read this story.
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Afterword
The boundaries of this narrative began with my involvement with the HLP and ended
when the program launched. This choice was intentional on my part. After having two separate
topics for my dissertation fall away beneath my feet, I needed to retain some control over the
experience. Hence, the topic of this inquiry was to be about the creation of the HLP, not its
result. I knew early on there was always the chance the HLP would not make it to launch.
Although the university is a somewhat stable entity, the events we experienced during the
creation of the HLP demonstrated its fragile place in the university ecosystem.
That being said, ending it without some resolution to the fate of the HLP seems a cruel
punishment to a reader. The HLP launched in February 2020, just before the great COVID
pandemic. The pandemic hit our hospitality industry hard, as it did across the country. Our
community is not New York City dense, but we are situated in an urban environment and the
lockdowns took their toll. The HLP was effectively suspended in March when closures were
mandated. Hospitality leaders struggled to find new ways of doing business and shifting their
services to accommodate safety above convenience.
Our Instructor felt a need to help the community and took to social media to offer advice
on burning topics to help with PPE, getting loans, and dealing with financial realities. His series
of webinars was appreciated by the hospitality community and he is still working with his clients
to keep them sustainable. In all of the interviews I conducted with the university learning team
and the instructor, each expressed their opinion that the HLP was a successful endeavor despite
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the challenges. The model is sound and the curriculum was showing early promise. One owner
expressed his appreciation of the program through the experience of his GM. He said, “I cannot
stress enough what a profound impact the program is having on our GM. He’s so open and
excited and thankful. Love to hear this.”
My work on the HLP is done, although I hope my work about the creation of the HLP is
just beginning. The HLP will likely transform to meet the new needs of the community and I do
not know if I will have the opportunity to participate in the future. For me, the experience was all
that really mattered. Thank you for reading my story. The invitation is real. I encourage you to
share your thoughts and ask questions.
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Appendix 1: Navigating This Document
If you find yourself reading this appendix, you likely clicked on a link at the top of this
document in the Welcome section. If you click on the “Welcome” link in the previous sentence,
it will take you back to the section you were previously reading. The process of hyperlinking in
this document will only send you to other places in this document, not to any outside website. If
you do not see a link to return to your previous section, the bookmark features of the software for
reading PDF documents such as this are a useful navigation tool.
Along with the hyperlinks within the document, I encourage you to use the bookmark
tools available in the software you are using to read this document. Bookmark tools are readily
accessible in browsers like Chrome, Firefox, and Brave. For Chrome and Firefox, look in the
upper right-hand corner for an image that looks similar Figure 1 below. For Firefox, the
bookmark icon will be located in the upper left corner of your browser window. The shape of the
bookmark icon is ubiquitous on the web. It largely maintains the basic shape of Figure 1
regardless of the software used. (Microsoft Edge browser does not currently offer the
bookmarking feature.)

Figure 1: Bookmark Icon - Browsers

If you are reading this document in Adobe Acrobat Reader or Adobe Acrobat, you can
access the bookmarks feature two ways. The easiest is to look on the left margin of the window
for a gray bar with the following icon in Figure 2. The bar runs the entire vertical length of the
window in the left margin and you can click anywhere on it.

Figure 2: Adobe Acrobat and Acrobat Reader Icon – Open Navigation Tools
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Once you click on the bar, the left margin will expand slightly and then you can select the
bookmark tool with the familiar bookmark icon shown in Figure 3.

Figure 3: Adobe Bookmark Icon

Alternatively, you can access the bookmark feature in Adobe Acrobat or Adobe Reader
via the menu system as shown below in Figure 4. In the top ribbon, select View, Show/Hide,
Navigation Panes, Bookmarks.

Figure 4: Menu Navigation - Adobe
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Appendix 2: DRAFT Hospitality Leadership Certificate Outline
The following document was created by "The Director" and sent via email by "The
Dean" and forwarded to me by my manager on 11/21/2018. An initial meeting with the dean, the
director and the local hospitality leaders was conducted prior to my involvement with the HLP.
This program draft was a result of that initial meeting. It is presented with the permission of the
director.

DRAFT V.2.
Hospitality Leadership Certificate:
Designed for MITs / Managers / Aspiring GMs
Early Assumptions:
•

•
•
•
•
•
•
•
•

Certificate delivered via distance learning/on-line modules through University Canvas
Learning Management System, with deliberate focus on high impact, interactive, case
study and gaming-type activities wherever possible
Certificate is conceived, developed and taught by local industry professionals and
leadership faculty from USF
Total number of weeks TBD, but but at this early stage it may be between 10-12 weeks
from start to finish
Taught as cohort model - students begin, move through, and complete as a cohort and
have ample opportunities for on-line interactivity and chat
Bi-Weekly Master Mind on-line sessions where students pose current burning challenge
and discuss options in the “hot seat”
Guaranteed mentoring for each student. Each faculty member will be assigned to x
number students for duration of program.
Open each cohort launch with meet and greet and Hospitality Leader interviewed life on
stage
Program Tuition/Fee TBD
Graduation Ceremony where students receive signed Professional Certificate recognized
by USF Corporate Training

Next steps:
1. Full group meeting Wednesday, 28th, week after Thanksgiving (4 – 6pm)
2. Group agrees on general frame/scope of the modules to be offered
3. Introduce Claudia to the faculty via on-line chat to discuss process of excellence
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4. Identify who will serve as lead faculty member(s) for each learning module
a. Lead faculty will meet with Ed to create objectives
b. Lead faculty will distribute Learning Outcomes by cob Monday, Dec. 17th
c. Dec. 19th – Vision Group meets to discuss/agree on learning outcomes
d. Faculty build class during spring semester
5. Fall launch
On-Line Learning Modules:
The Fundamentals of Leadership (~3 weeks)
•
•
•
•
•
•
•
•

Self-awareness through DiSC (or another assessment or set of assessments)
Values based leadership - Finding “”Your” why
Building your Team
(Hiring / On-Boarding / Continuing Education opportunities for employees)
5 Dysfunctions of a Team model (trust, conflict, commitment, accountability, results)
Managing difficult people
Seeing beyond today
Managing burn-out – Case Study

The Art & Science of Hospitality (~2 weeks)
•
•
•

The Neuroscience of Empathy
The End of Average
Communicating for Connection

Culture / Brand (~2 weeks)
•
•
•

Understanding “The Why” of the organization
Leading and Promoting the Vision
Being and Presenting an Empathetic Brand

Financial / Accounting / Revenue Management (~1 week)
•
•

P&L (Revenue, Menu Pricing)
Managing cost of goods sold

Human Resources 101 (~1 week)
•
•
•
•
•

Hiring & Labor Law
EEO
Payroll
FMLA/Military Leave
Worker’s Comp
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•

Harassment training

Community Involvement (~1 week)
•
•
•

Marketing
Utilizing the Data behind your diners and customers
Philanthropy

Safety / Security / Emergencies (~1 week)
•
•

Emergency Planning
Leading through Emergencies – Case Study

Physical Plant, Equipment Life (~1 week)
•

Sustainability as a business decision AKA the dilemma of sustainability
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Appendix 3: HLP Needs Assessment – Key Insights
The following image (Figure 5) represents a summary of the Consultant’s full needs
assessment. This summary anchored the early decisions made about the curriculum for the HLP.
During the process of creating the HLP this image was referred to on multiple occasions as a
touchstone.

Figure 5: HLP Key Audit Insights
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Appendix 4: Early Learning Outcomes
Return to Main Storyline
This document was created by the ID and the Director. It was a result of our first meeting
of the learning team. The document was distributed by all members of the learning team at the
second meeting. It is presented here as a milestone document. Although there may be parallels to
the content of the HLP Course outline found in Appendix 3, the content of this document was not
referenced in the creation of the final course learning outcomes.
Learning Outcomes for Fundamentals of Leadership
As a result of this module, students will be able to:
EMOTIONAL INTELLIGENCE:
(Adapted from: The 19 Elements of EI – Soft Skill Hacking: Emotional Intelligence
https://medium.com/soft-skill-hacking.../the-19-elements-of-ei-fe7242a3df23 )
Self Awareness
• Identify the personal feelings and emotions that underlie and are reflected in their
workplace behavior
• Assess how their personal feelings and emotions impact their behavior in the workplace
Self Management
• Identify and describe the attributes associated with effective Self Management of
thoughts, feelings and emotions in the workplace (emotional control, achievement,
initiative, transparency, adaptability, optimism)
• Assess their own personal strengths and weaknesses as regards Self Management
Social Awareness
• Define and explain the importance of empathy and effective listening in the workplace
• Explain what “Service Orientation” means and how it applies to the service industry
• Evaluate their personal effectiveness in applying social awareness principles to
workplace interactions
Relationship Management
• Describe the key elements that lead to proficiency in building and managing relationships
in the workplace (e.g., inspirational leadership, conflict management, change catalyst,
developing others, teamwork, collaboration)
• Assess their own competency in managing relationships in the workplace
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COMMUNICATION:
Communications Style
• Identify the varied communications styles that exist in organizations
• Explain the importance of the Platinum Rule (treating others as they want to be
treated)
• Describe the difference between communicating and manipulating
• Identify effective giving and receiving feedback strategies for workplace
communications
• Describe how each communications style impacts organizational functioning
• Assess the relative merit of each communications style as it might impact organizational
functioning
• Identify their own communication style
• Assess the impact of their personal communications style on others
Organizational Flowchart
• Describe the structure and content of an organizational flowchart
• Apply the organization flowchart model to their place of employment
Communication Plan
• List the varied audiences/stakeholders that need to be communicated with in the service
industry
• Identify and assess the appropriateness of alternative communications media for different
target audiences and different messages
• Identify the appropriate time-fame for initiating different types of communications
• Identify strengths and weaknesses as regards the quality of their own written
communications
• Explain the elements of and processes associated with implementing a crisis
communications plan
LEADERSHIP STYLES, TOOLS, AND RELATED SKILLS:
Situational Leadership
• Define Situational Leadership
• Describe how Situational Leadership would function in a business setting
• Evaluate the pros and cons of Situational Leadership for the service industry
Servant Leadership
• Define Servant Leadership
• Describe how Servant Leadership would function in a business setting
• Evaluate the pros and cons of Servant Leadership for the service industry
Problem Solving
• List and describe the steps associated with effective problem solving in the workplace
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•
•

Evaluate the usefulness of Root Cause Analysis as a problem solving process
Apply the problem solving steps to address a representative set of issues in the service
industry

Delegation
• Explain the value of and rationale for relinquishing/delegating responsibility in a business
setting
• Identify those circumstances when delegation is appropriate for the organizations and
individuals in question.
• Identify those “control failure” situations where delegation could “sink the business”
• Describe the appropriate language and process to utilize when delegating responsibility
Time Management
• Identify all of the short term and long terms issues and tasks in the service industry that
require managerial attention
• Assess the relative importance of each for day-to-day and long-term functioning of the
business
• Create a calendar the enables them as managers to address all of these essential issues
and tasks in a timely fashion
ENTREPRENEURIALISM
Entrepreneurial mindset
• Define what it means to have an entrepreneurial mindset
• List and describe the key characteristics or elements of an entrepreneurial mindset
• Assess their personal entrepreneurial mindset in light of these key characteristics
Business Planning
• List and describe the key elements of a Business Plan (e.g., Marketing Strategies,
Competitive Analysis, Design and Development Plan, Operation and Management Plan,
and Financial Plan)
• Apply the Business Plan model to the business that they are employed in
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Appendix 5: HLP Course Outline
This document represents the final version of the working document created by me and
the Instructor. The Instructor is responsible for the content. My role was that of an advisor
helping to bring the Instructor's vision of the course to life. I believe that my consultation had a
major impact on the curriculum from an operational perspective. What is to be known, and how
to put it into practice came largely from the leadership expertise of the Instructor.
HLP Program - Course Outline
Course Goal – To empower hospitality leaders in the Tampa Bay region by creating a
community of leaders committed to lifelong learning and growth.
Course Objectives –
1. Become more organized through the implementation of the Ideal Week
2. To have more time to yourself, have a better work/life balance, experience improved
guest loyalty, and improved financial results for your organization
3. Identify the mission, vision, and values of your organization
4. Create a hiring plan to build a team that embodies your organization’s mission, vision,
and values
Student Responsibilities –
1. Agree to participate in the online course a minimum of twice per week for a minimum of
5 hours per week.
2. Collaboratively create a set of specific measurable goals for their organization with their
sponsor and the instructor.
3. To participate in HLP community events – social mixers, learning journeys, annual
awards event.
Know - to understand and comprehend
Do - Activities done outside of the online course
Show - The product of what is known and what was done. What is turned in as proof.
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Week 1 – Lesson 1
Orientation – To Canvas, Course expectations, Meeting times, Final project
Know ● Be able to navigate the online course
● Agree to their responsibilities
● How to journal
● Define - mission, vision, values
Do ● Begin to journal as directed
● Take the quiz agreeing to the responsibilities
● Locate their organization’s mission, vision, and values (MVV)
● Watch Shawn Achor’s “Happiness Advantage” Ted Talk
Show ● Provide a report in a discussion.
○ Discuss journaling - submit the planned time they will set aside to do it
○ Report on MVV
Week 1 - Lesson 2
Begin the process of planning and organization through the ideal work week - Self
Leadership
Know ● How to plan for chaos
● Use the Ideal Work week spreadsheet
● Process to prioritize weekly activities
● Process to identifying the One Thing
Do ● List all activities for the week - why you do it, does it have to be you
Show ● Turn in the list of activities via Ideal Week Spreadsheet
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Week 2 - Lesson 1
Create the Ideal Week from the list of activities and begin to implement it
Know ● When do you complete your activities?
● Who completes your activities?
● How do your activities interact with another’s activities?
Do ● Creating the Ideal Week spreadsheet based on their prioritized activities
Show ● Submit the Ideal Week spreadsheet in Canvas
Week 2 - Lesson 2
High Impact Team Meetings: Bringing It All Together!
Know –
● Understand the power of daily, weekly, bi-weekly high impact meetings and how to
execute them.
● Learn the 4 essential meetings
○ Pre-shift meeting
○ Manager Meeting
○ One on One Meeting
○ Training Meeting
● Process of setting an agenda
Do –
● Write agenda for manager meeting
● Write agenda and execute pre-shift meeting
Show –
● Submit Next week’s management meeting agenda
● Submit 2 recorded pre-shift meetings from the week
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Week 3 - Lesson 1
The One on One Meeting - You have to connect to direct
Know ● Understand the simple process connecting with others
● How to use one on one form
● How to ask the right questions during a one on one
● How to listen with the goal of understanding
● Know the rules of engagement
Do –
● Make a list of all direct reports and indirect reports
● Schedule O3 meetings with all direct reports for next week and make them weekly
● Add meetings to ideal week
● Schedule indirect report O3’s one month out
Show ● Show updated ideal week with scheduled one on one’s
Week 3 - Lesson 2
The One Minute Manager - Effective management tool to help create a team of Super
Stars
Know ● Understand the simple process in helping others get things done.
Do –
● Analyze their current process of giving instruction and feedback.
● Use the OMM method to ensure a task / goal was achieved.
● Write down in journal how this process is improving task achievement
Show ● An instance of how they applied this process this week successfully.
● Analysis of current process vs the OMM method
● Show meeting minutes from this week’s manager’s meeting

107

Week 4 - Lesson 1
Connect Mission, Vision, and Values to the Ideal Week - Developing your organization’s
aspirations.
Know ● Process of defining MVV
● Apply MVV through daily activities
● Improve your values to make them Memorable, Portable and Emotional
Do ● Assess MVV daily in your organization
● Reprioritize activities to align with MVV
● Create daily journal entry of MVV activity
● Set meeting with leadership to discuss MVV and how it is alive in your organization
● Watch Simon Sinek’s “Start with Why” Ted Talk
Show ● Submit journal entry for MVV assessment
Week 4 - Lesson 2
Connect Mission, Vision, and Values to the Ideal Week - Developing your organization’s
aspirations.
Know ● How to answer questions / make decisions based on the MVV
● How to go through MVV analysis and upgrade language where it is appropriate
Do ● Assess MVV daily in your organization
● Reprioritize activities to align with MVV
● Create daily journal entry of MVV activity
● Review language of current MVV and upgrade them
Show ● Submit journal entry for MVV assessment
● Submit meeting minutes from leadership MVV discussion
● Submit new language proposal for MVV
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Week 5 - Lesson 1
Creating the Loyalty Cycle - A Program of Attraction
Know ● The value the of guest loyalty
● The theorem of the Flywheel Effect
● How loyalty improves the bottom line
Do ● Journal about a place where you are currently loyal and define as to why you are
● Analyze current cycle in your establishment
● Watch Seth Godin’s “Purple Cow” TED Talk
Show ● Journal entry about place you are loyal to.
Week 5 - Lesson 2
Creating the Loyalty Cycle - A Program of Attraction Part 2
Know ● Essential qualities of the Loyalty Cycle
● Understand the concept of the “Fatal Defect”
● Understanding and Executing the Figure 8
● Identify steps of service
Do ● Describe the ideal “Limo Ride” through your establishment
● Analyze that ideal ”limo ride” vs your MVV
Show ● Submit analysis of your establishment’s current guest loyalty cycle
● Submit video of the Ideal Limo Ride through your establishment
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Week 6 - Lesson 1
Outlining the Loyalty Cycle for your Establishment
Know ● How to analyze what should stay in your current operation and what should go
● How to analyze what needs to be added to your current operation
Do ● List out what is working and what is not
● List out what you need to add
Show ● Submit analysis of current operation
Week 6 - Lesson 2
Building Loyalty for Long Term Success - Role by Role
Know –
● Understand the importance of loyalty vs. satisfaction and why loyalty leads to long term
success at a lower cost.
● Understand the power of “Genuine Caring”
● Know how each individual employee contributes to that loyalty
● Understand the guest handoff from employee to employee process
● Understand the 10-foot rule
Do –
● Analyze current service process for each role in the organization.
● Develop a team service goal.
Show ● Submit the team member role analysis to loyalty cycle
● Submit draft of team member service goal
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Week 7 - Lesson 1
Building Loyalty for Long Term Success - The process of becoming a loyalty conductor
Know –
● Your role as leader in introducing the loyalty circle, getting it running and maintaining it.
● Know the importance of the leader in the loyalty circle
● Understand the process in becoming the loyalty conductor
Do –
● Analyze your current performance as loyalty conductor
● Journal how you could improve on that performance
Show ● Submit journal entries on loyalty circle performance
● Submit analysis of current performance as loyalty conductor
Week 7 - Lesson 2
Implementing the loyalty circle concept
Know ● How to introduce the concept of the loyalty circle
Do ● Introduce the loyalty circle through pre-shifts
Show •

Submit journal entry on how your performance as loyalty conductor is going

•

Submit pre-shift notes about loyalty circle
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Week 8 - Lesson 1
Implementing the loyalty circle concept part 2
Know ● How to explain the limo ride to team members
● How to illicit their experiences with great organizations
● How to identify Critical Quality-Control Touch Points
Do ● Get feedback from employees on their “limo rides” at other establishments
● Get feedback from employees on how the business is currently doing
● Analyze the Critical Quality-Control Touch Points in your organization
Show ● Submit feedback from employees
● Submit video of pre-shift discussion
● Submit the Critical Quality-Control Touch Points analysis
Week 8 - Lesson 2
Loyalty Cycle for your Establishment – Actual vs Ideal
Know ● Understanding concept of “what gets measured gets done”
● Review systems by which success is measured
Do ● Analyze current operation vs ideal
● Analyze the consistency of execution of what is working
Show ● Submit analysis of current operation vs ideal
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Week 9 - Lesson 1
Discuss leadership theories and how they apply to daily activities
Know ● The key elements of successful leadership in any organization
● The different leadership theories and philosophies
Do –
● Analyze their own leadership style by taking assessment
● Analyze the leadership styles of those you admire and those you do not
● Watch General McChrystle’s Leadership TED Talk
Show ● Submit assessment results
● Submit your reaction to assessment results and how close you feel it is
Week 9 - Lesson 2
Servant Leadership - Why it Works Every Time
Know ● Define the power of servant leadership and why empowerment is different from
delegation
● Creating a values driven culture
● Creating an Empowering Culture
Do –
● Analyze their own leadership style
● Watch Daniel Pink’s “Motivate” RSA Talk
● Review manager training manual on how much is leadership is discussed.
Show ● Show how the use of Mission, Vision and Values helped solve a situation during the
week.
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Week 10 - Lesson 1
People Development - It’s about the One Degree
Know ● How to apply decision making principles to your leadership life
● How to apply empathy and mindfulness
● Understand the “First Who, then What” process of development
Do –
● Describe an incident where empathy was used to connect to an employee
● Describe an incident where you felt empathy from your boss
Show –
● Submit the examples of empathy from above.
Week 10 - Lesson 2
People Development – You have to connect to direct
Know ● Understand the concept of connecting to directing
● How to apply situational leadership
● How the concept of Purpose-Mastery-Autonomy is critical to the development of people
● Understand the Art of Empowerment
Do ● Review last 5 interactions with employees to understand how you connected with them
● Sort employee roster by level of autonomy. Describe why they have that level of
autonomy or lack thereof
● Identify one item to delegate permanently and empower another person to own it.
Show ● Submit employee analysis results
● Submit analysis of delegation action item
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Week 11 - Lesson 1
Use of proper channels for communication
Know –
● Understand the different channels for communication
● Understand when it is best to use each one
● Understand the pitfalls of using the incorrect one
● How to communicate through change
● Understand concept of Radical Candor
Do –
● Analyze current communication culture – personal and organizationally
● Create personal communication matrix
Show ● Submit personal communication matrix
● Submit journal entries related on how communication matrix has been used
Week 11 - Lesson 2
Goal Setting
Know –
● Understand The Hedgehog Concept – What is everyone really good at?
● Goal Setting process
● 30/60/90 - Priority and activity blocking per quarter
● Culture of Discipline
Do –
● Do self-analysis on Hedgehog Concept
● Flesh out 30/60/90 plan for one quarterly goal you already have.
● Add plan activities to ideal week
Show ● Submit 30/60/90 plan
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Week 12 - Lesson 1
More Than a Gut Feeling: Hiring and Keeping the Best People
Know –
● The importance of developing a hiring process that is based on the business’s values and
how to build it.
Do –
● Analyze current hiring processes against MVV
Show ● Analyze a great hire and why, Analyze a bad hire and why.
Week 12 - Lesson 2
The HR Promise
Know –
● Understand concept of HR Promise
● Understand how to identify your company’s HR Promise
● Understand process to apply HR Promise to hiring practices
Do –
● Draft HR Promise for your company
● Analyze that promise against current hiring processes
● Update 1-2 processes based on that analysis
● Create “Limo Ride” for applicants / new hires
Show ● Submit findings of HR promise analysis
● Submit update of process
● Submit “Limo Ride” process for new hires
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Week 13 - Lesson 1
How Habits Ensure Excellence
Know –
● Understand the Concept of Habits and how they work and are created
● Understand the Learning Curve and how it impacts situational leadership
● Understand how to analyze training material / processes in order to create habits
Do –
● Review and analyze current training programs against concept of Habits
● Create 30/60/90 plan for upgrading current training program to ensure building of habits
Show ● Submit draft of 30/60/90 plan for upgrading training program
Week 13 - Lesson 2
Train the Trainer- How Knowledge and Skill Transfer is Scaled
Know –
● Understand the key to growth is building a sustainable organization
● Understand how an adult learns
● Understand role of certified training team and the impact on the organization
Do –
● Review current set of trainers
● Review communication process between trainers and management
● Organize a certified trainers team meeting and add it to your 30/60/90 plan
Show ● Submit analysis of current training team
● Submit analysis of trainer training program
● Submit upgraded 30/60/90 plan

117

Week 14 - Lesson 1
Restaurant Finance 101 - How to understand key metrics and influence them
Know –
● Read a restaurant P&L, the metrics that need to be measured and how they are impacted
Do –
● Analyze current P&L against industry standards and prior results
●
Show ● Show action plan for improvement of one line item on P&L.

Week 14 - Lesson 2
Restaurant Finance 101 – Cost of Goods Sold and Labor – Prime Costs
Know –
● How to calculate COGS
● How to calculate labor costs
● Identify Prime Costs
Do –
● Calculate last week’s COGS
● Calculate last week’s labor cost
Show ● Submit labor and COGS analysis from prior week
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Week 15 - Lesson 1
Finance – Actual vs Ideal
Know –
● Explain the concept of actual vs ideal
● How to forecast sales
Do –
● Forecast next two week’s sales
● Calculate ideal COGS and Labor based on forecast
● Write schedule vs ideal projected costs
Show ● Submit labor costs for next two weeks.
Week 15 - Lesson 2
Finance – Tweaking the numbers
Know –
● How technology assists in achieving financial goals
● How vendors can assist in identifying costs and helping reduce them
● Explain the impact of shopping around vs partnering with vendor
Do –
● Calculate cost of highest sold menu and beverage item
Show ● Calculate cost of highest sold menu and beverage item
● Identify top 10 sold items
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Week 16 - Lesson 1
Bringing it all together – how all aspects of program work together for success
Know –
● Understand how personal leadership is essential in implementing successful processes
and profitable results
● Understand how to maximize time on by successfully outsourcing essential tasks on ideal
week
● Understand how to analyze personal performance based on dashboard results
● Learn how to create personal dashboard
Do –
● Review ideal week for keep essential duties based on People, Process and Profits
● Identify what current activities are essential but need to be outsourced or delegated
● Create personal dashboard
Show ● Submit updated ideal week color coded for People, Process and Profits
● Submit list of items to be outsourced
Week 16 - Lesson 2
Organizational Dashboard – How to drive a complex truck
Know –
● Understand how to create an organizational performance dashboard
● Learn how to teach the creation of organizational performance dashboards
● Understand how to use technology to automate dashboard data updates and analysis
Do –
● Create organizational performance dashboard
● Teach one other person how to create their own board
● Tie in all MVV habits, ideal week activities, 30/60/90 goals to dashboard
Show ● Submit finalized ideal week
● Submit finalized 30/60/90 plan
● Submit updated personal dashboard
● Submit organizational dashboard
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Appendix 6: HLP Mission, Vision, and Values
This document was created by me. It was used in a presentation to the HLP development
team as part of the proposed curriculum developed by the learning team.
Hospitality Leadership Program - Mission, Vision, and Values
Mission:
To engage, educate and empower current hospitality leaders with the knowledge and tools to
have a high quality of work/life balance and deliver more profitable results by creating a highly
cohesive, mission driven team that consistently executes at a high level.
Target Audience:
Small business owners, unit leaders, general managers. Participants must have the ability and
authority to implement organizational change.
Program Design:
The HLP is designed to be an active professional development course that emphasizes
application at work. The workplace is the classroom.
Online - The HLP will be facilitated through the office of Corporate and Professional Training in
their online course software, Canvas. Students will interact with online content over the 16 week
program twice per week for approximately 5 hours per week.
Interactive - Students in the HLP are expected to implement course concepts at work and report
results in the online environment. Online interaction between students, faculty and the sponsors
is imperative to the success of the program.
Community-Based - The HLP is expected to be the hub and the launching point for a greater
community of lifelong learners. Continued community engagement will be facilitated through an
alumni association, group meetings both social and professional, and ongoing mentorship
opportunities.
Success - There are no grades. The HLP is about the application of best practices in hospitality
which create results that meet our mission. Creating organizational metrics for success will be
part of the curricula and the ongoing relationship with the learner, sponsor, and course facilitator.
The Product - To meet the mission of the HLP we emphasize the creation of a mission driven
team. The creation of that team begins with hiring. The goal of each learner will be to create a
process driven hiring practice that meets the mission vision and values of their organization.
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The Value - Turnover is expensive. The loss of a single employee can cost $5000 or more in lost
production and costs to replace the position.
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Appendix 7: USetdA 2020 Presentation
The following is a copy of the written paper presented at the USetdA 2020 10th Annual
Conference on Electronic Theses and Dissertations. The theme of the conference was “Making
Connections – Scholarly Communication in the Digital Age.”
Otis Wilder: USetdA 2020 presentation
Creating Knowledge Equity Through Accessible Dissertations for the Education Doctorates
Abstract
This presentation seeks to engage participants through an invitation to discuss how the
format of traditional dissertations creates an intellectual firewall between scholarly practitioners
and the communities and individuals they serve. The goal of the presentation is to evoke and
provoke conversations to encourage alternatives to the traditional five-chapter dissertation for
EdD scholars through the use of digital dissertations presented for consumption on the world
wide web. The central question explored by the presentation and subsequent conversation is,
How do we remove obstacles between the knowledge created through the EdD dissertation and
the communities of practice which they serve?
Welcome
Hi there, and welcome to my presentation. My name is Otis Wilder and I am an EdD
candidate in Program Development and Educational Innovation at the University of South
Florida. I normally start off my presentations by asking everyone why they are here. When I
submit presentation proposals I do my best to be clear about what will be discussed, but I don’t
like to assume we are all on the same page. Plus, with the brevity of an abstract it’s almost
impossible to cover everything. One interesting feature of just reading a presentation is you get
the chance to stop and think about your ideas, which isn’t possible in a live presentation. In a live
presentation we soak up as much as we can, but we have to stay in the moment so we don’t miss
anything. I would encourage you to jot down questions, see if they get answered, and if they
don’t let me know and I will be happy to reply (owilder@usf.edu).
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Introduction
Before we get into the heart of the presentation, I would also like to take a moment to
frame my approach. As I take the role of presenter, my goal is to invite you to a conversation.
The presentation offers opinions, and ones in which I may believe very deeply, but I’m not trying
to win. My goal isn’t to persuade, but to share and engage in a community of thought and
discussion. This comes from the idea of invitational rhetoric (Foss & Griffin, 1995) where the
fundamental principles are “rooted in equality, immanent value, and self-determination” (p. 5).
Taken one step further, I also assume the position that this experience should be collaborative,
cooperative, and all people possess untapped potential (Purkey & Novak, 2015).
The Dissertation Experience
Getting on with the idea of the dissertation, I’d like to ask you all to reflect on your
experience with dissertations for a moment. How did you first feel about the dissertation process
as a student? If you are an advisor, how have those feelings about the dissertation process
evolved? If you are an administrator, how are dissertations valued at your institution and what is
their purpose in scholarship? For me, I saw the dissertation as a bit of a hazing ritual. In order to
gain acceptance as a scholar, I had to be able to convince a panel of scholars that I belonged. In
general, the dissertation committee was putting their reputations on the line and telling their
community of scholars that I was prepared and able to add knowledge and insight to my
discipline. One thing that always stuck with me about the dissertation process was how it was
constantly being devalued in a way. How many times have you heard phrases like, “the best
dissertation is a done dissertation,” or “don’t worry so much about it, the only people to ever
read it will be your committee.” I never quite understood how our prevailing method of
tempering student expectations for their dissertation is to diminish the potential excitement, and
even joy, one might experience from the process of doing good research.
As I questioned how the dissertation process was characterized, I also began to question
its purpose. How important was it to me personally? Should I dismiss it as just a steppingstone to
a career and get it over with? Should it have value to my field? Who was my audience beyond
the committee, and did it matter? Exploring these questions led me to investigate how the EdD
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was initially conceived and what the driving force was behind the ideas of a professional
doctorate and the scholarship it produces.
The Education Doctorate or EdD
My particular program is based on the Carnegie Project for the Education Doctorate or
CPED for short (The Carnegie Project on the Education Doctorate, 2019). This year (2020) the
CPED is 100 years old and has over 100 colleges and schools of education which use and
support its framework. The framework itself is based on the concept of preparing EdD
candidates to become scholarly practitioners. To paraphrase the framework; a scholarly
practitioner is focused on solving complex problems of practice and generating new knowledge
for the “stewardship of the profession,” in service to “individuals, families, organizations, and
communities.”
The CPED framework sets the EdD apart from most PhD programs designed to create
scholars that generate new knowledge for the sake of the knowledge itself. In general, the goal of
a PhD program is to pursue topics that can be applied to broad populations. In contrast, the EdD
is framed around the idea of the environment in which the scholar practices. Therefore, an EdD
dissertation is highly contextualized and specific to an environment, and the work of most PhD
dissertations are meant to cut across all environments.
To me, this was an incredibly important distinction. Rather than produce scholarly
knowledge for other academics, I was to produce knowledge that had a positive impact on my
community of practice, in my case, instructional designers and curriculum developers. So, the
audience for my dissertation is not really my committee, or other scholars in my field, but for
everyday people producing work in instructional design and curriculum development.
Cognitive Roadblocks
This realization led me to question two distinct aspects of the dissertation, the language
and style of writing employed, and the format and presentation of the knowledge. First, let’s
tackle the language issue. I remember learning to read research papers and how daunting it was
to distill information. Scholarly writing, especially for typical PhD studies take a very positivist
position. Meaning that the writing is supposed to be as objective as possible and thereby
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removing the researcher from the equation to reduce bias. Objectivity is key in the language of
science and the result of your study is supposed to speak for itself. You are just there to offer the
facts.
The objective voice in dissertations is not just confined to positivist quantitative research
that most PhDs produce, but also in the mixed methods and qualitative work that proliferates
education research. Although doctoral students implementing these methods and frameworks are
encouraged to show positionality and acknowledge their role in the research itself, the voice
employed in writing these texts still comes across as stiff, jargon-filled, and not terribly inviting.
Specifically, when practitioners in my field want to learn something, they don’t often consult
scholarly work. They Google it. If my job as a scholarly practitioner is to be a steward of
knowledge to support my community of practice, then my job is not only to create the
knowledge of scholarship, but to make it useful and accessible to my profession.
Knowledge Equity
This is what I mean by knowledge equity. The concept of equity in knowledge is not
equal access to content, but to acknowledge how groups of people functionally operate and
provide content that addresses their needs. In my observations, the way dissertations are typically
written, they effectively create an intellectual firewall because of how we often write as scholars.
When the way we communicate isn’t accessible to those who need the information, how is that
serving the purpose of a scholarly practitioner?
It Happens to Everyone
A few years back, Carnegie Mellon University invited a researcher to investigate why the
professorate at the university failed to implement its own leading research on how students learn
best (Herckis, 2018). Despite having access to the best research in the world, fellow academics at
Carnegie Mellon consistently resisted employing that knowledge. The author found faculty were
generally enthusiastic when implementing their own ideas but balked at adopting what others
tried and tested. Faculty also had personal views of what constituted good teaching that were
often the product of their own experience as a student. This example speaks directly how
important it is for practitioners to produce knowledge that is contextual and is designed for the
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audience it is intended to reach. In this case, even academics well versed in the idea of searching
literature for new knowledge are resistant to applying theoretical knowledge in their practice.
Let me offer an example of how style in typical academic writing creates cognitive
barriers for those looking for information to put into practice. In my research on the use of
invitational rhetoric (Foss & Griffin, 1995), I found several articles on feminist pedagogy. Here
is a passage from one article (Webb et al., 2002). In this example, you can see the actual text is
basically unreadable because of the technical limitations of word processing software in handling
citations in APA format. For those of you who may not be familiar with APA format, it requires
parenthetical citations noting the authors.
“These innovative pedagogical notions have enjoyed broad application. Instructors have
employed feminist pedagogy in the elementary school classroom ( e.g., Christie, 1997), high
school classroom (e.g., Brady, 1994; Roy & Schen, 1993), the college classroom (e.g.,
Blumenstyk, 1997; Bright, 1993; Chapman, 1997; Cummings, 1998; Middlecamp &
Subramaniam, 1999; Motoyama, 1996; Novek, 1999; Robertson, 1994; Seering, 1997;
Schniedewind, 1993; Shrewsbury, 1993; Wood & Lenze, 1991), the computer lab (Parry, 1996),
and the professional conference (e.g., Bell, 1993)” (p. 67).
These sentences create a cognitive load in both the visual and linguistic domains. As a
reader, you must decide if what you see is valuable information or noise. If you are an academic
interested in the bona fides of the author’s content, this is acceptable. But for people looking for
practical information, this is simply a reason not to read it. I’m not advocating that we do away
with citations, but why aren’t we leveraging simple available technology to address the issue?
The technology has existed for some time to “tag” each of these citations to allow for
them to be toggled on or off as necessary. Practitioners and non-academic readers have little
need for this style of writing. Having a simple button at the top of the page allowing the reader
the agency to toggle the citations on or off would produce a far more accessible statement that
isn’t an impediment to the scholarship. Below is what the above paragraph would look like with
citations hidden. As you can see, we go from a convoluted paragraph to two simple sentences.
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“These innovative pedagogical notions have enjoyed broad application. Instructors have
employed feminist pedagogy in the elementary school classroom, high school classroom the
college classroom, the computer lab, and the professional conference.”

The Dissertation Format
Next, I’d like to explore how the format of dissertations further limits their practical use.
By now, all of us in academia are familiar with the five-chapter dissertation. The formality
imposed on the dissertation format is largely a relic of a technology that is hundreds of years old,
the pen and paper (Barton, 2005). Even today, the very software that most dissertations are
written on is still formatted as a standard sheet of paper. The ETD process requires all
dissertations to be put in PDF format for archiving and presentation, which is effectively a
slightly more secure version of the word processing software used to digitally produce the
dissertation itself.
The internet is now ubiquitous, and it is the default point of information access to most of
the developed world. A world in which the basic format of a piece of paper is no longer valid and
serves no functional purpose. Why, if we as scholars are charged with producing knowledge to
have a positive impact within individuals, groups, and communities, are we not discussing ways
in which we can participate in democratizing our work? Why are we gating our knowledge
creation behind firewalls that never see the first page of an internet search? Why are we beholden
to a representative technology that is hundreds of years old?
The world consumes most of its knowledge in new ways through digital content. This
includes the communities of practice in which scholarly practitioners live and work. I propose
that we move forward and begin to explore formats that allow us to exploit current stable
standards of information delivery that go beyond a sheet of paper. Word processing software
based on the concept of the printed page does not create simple methods for readers to navigate
the document. For example, the ETD formatting requirements at my university do not require the
use of bookmarks, which is currently a common feature in PDF documents. When I download
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dissertations and theses, the table of contents does not create navigable links to those sections of
the document.
The Role of the ETD
The ETD process should be focused on serving the community of scholars it supports,
not limiting the way in which we present information. For EdD scholars, this is particularly
problematic because in most cases our work is for our community of practice, not for academic
scholars. I’m not suggesting that we remove the rigor of inquiry by removing the intellectual
practice of producing scholarship. What I am suggesting is we leverage current, stable, replicable
technologies to increase access to the audiences for our work. I also suggest that we should
reexamine the basic role of the dissertation and its fundamental purpose.
If the dissertation is a first step on a lifelong journey of scholarship, then it should be the
place in which we explore fertile ground and take intellectual chances. We are told that our
dissertations are not an opus, but a launching pad. Yet, new scholars’ enthusiasm is effectively
tempered by traditions that have no relevance today beyond the expedient disposition of a hazing
ritual. Fifteen years ago, Michael Barton (2005) presented these sentiments in his five-chapter
dissertation at my very university. The wheel of progress turns slow in higher education, but if
we are to lead the way and create a more equitable future for the knowledge we create through
scholarship, then we must explore new ways to reach our audiences, even those within the halls
of our own universities.
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